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This thesis is based on recent research in the field of Business Transformation (BT) 
and is testing out the relevance of methodologies in today’s environment.  The study 
aims to test the impact of employee roles’ restructuring as part of Business Redesign 
(BR) Target Operating Models (TOM) on the outcomes of BR Projects and to revisit 
the current challenges and opportunities of applying BR within the British business 
context. 
 Initial research in the field of BT has revealed that organisations adopt BR 
approaches in order to reduce costs, improve performance and productivity and to 
achieve competitive advantage.  However, there is no apparent evidence of significant 
development in the area of BR methodologies since it was introduced as a concept 
over three decades ago. There have been debates around actual success rates and 
whether the benefits are worth the considerable investment and risks. Authors 
commonly estimate that between 50-70% of all re-engineering projects fail. 
 Practitioners and academics focussed in the main on researching the success 
factors, the role of IT, Methodologies and the financial aspects of BR, however not so 
much on the stages of implementation and post implementation. Human Resource 
Management (HRM) and Leadership do not feature as strategic partners in the BR 
methodologies reviewed which is considered a major oversight, given the importance 
of leadership and human resources which have to deliver the new processes as well 
as the need to redesign the organisation and the roles within it to fit the new design. 
 The Theoretical Analysis highlighted the challenges and issues associated with 
current practices and methodologies and four propositions were subsequently 
formulated highlighting these potential roles and relationships. The main proposition 
is to explore the concept of Employee Re-engineering (ER) which involves the 
restructuring and redesign of employees’ roles within the organisations as a 
fundamental part of BR TOMs, in order to take advantage of human resource and to 
improve the organisation’s overall performance. The other propositions presented the 
main elements of ER namely, the role of the workforce whether these should be 
involved in the new design and the importance of HRM and leadership as strategic 
partners in BR projects’ implementation 
 These propositions were explored in a comparative case study between two 
transformation teams, operating both internally and externally. Based on the findings, 
it was possible to provide the following answer to the research question: involving ER 
in BR TOMs improves overall project outcomes. The study is unique in that it is the 
first to empirically introduce and investigate ER as a new approach in BR projects’ 
implementation as well as developing and validating a more holistic model of BR. In 
any event developing current theories of BR by covering gaps in literature and 
investigating the high levels of failure in BR projects contributes to raising awareness 
of current empirical challenges and updates the academic knowledge on the most 




Declaration ................................................................................................................ 2 
Acknowledgements .................................................................................................. 3 
Abstract ..................................................................................................................... 4 
Chapter One - Introduction .................................................................................... 10 
Background to the Study .......................................................................................... 12 
Chapter Two - Literature Review........................................................................... 18 
The Concept of BPR ................................................................................................ 19 
Critical Assessment of BPR Methodologies ............................................................. 25 
BPR Projects Implementation – Challenges or Opportunities? ................................ 34 
The Stages in BPR Projects .............................................................................. 35 
BPR Success and Failure Factors .................................................................... 39 
Critical Assessment of BPR Development ............................................................... 44 
Beyond BPR Implementation: Process or People? .................................................. 46 
Summary .................................................................................................................. 56 
Chapter Three - Research Methodology .............................................................. 58 
Research Methods ................................................................................................... 60 
Research Strategy.................................................................................................... 64 
Research Design ...................................................................................................... 67 
Pilot Study ................................................................................................................ 69 
Designing the Questionnaire ............................................................................. 70 
Selecting the Target Audience (Sampling) ........................................................ 70 
Securing Responses from the Organisations .................................................... 71 
Analysis and Outcomes .................................................................................... 71 
Summary: .......................................................................................................... 74 
Comparative Case Study within Capita plc .............................................................. 76 
The Inquiry ............................................................................................................... 82 
EXTERNAL - Capita Transformation ................................................................. 84 
INTERNAL - Capital Local Government, Health and Property (CLGHP) .......... 84 
INTERNAL - TfL Congestion Charging ............................................................. 85 
Survey Design .......................................................................................................... 86 
Interview Design ....................................................................................................... 88 
Sampling, Population and Responsiveness ............................................................. 91 
EXTERNAL – Transformation Practice ............................................................. 92 
INTERNAL – CLGHP and TfL Congestion Charging ........................................ 92 
6 
 
Data Analysis ........................................................................................................... 93 
A) Survey Results ............................................................................................. 93 
B) Comparative Approach: A cross case analysis ........................................... 111 
C) Interviews Data Analysis ............................................................................ 123 
Study Limitations: Issues associated with Data Collection ..................................... 141 
1) Study Design............................................................................................... 141 
2) Bias ............................................................................................................. 145 
3) Generalisability ........................................................................................... 147 
Summary ................................................................................................................ 149 
Chapter Four – Findings and Discussion .......................................................... 153 
Synthesis of Empirical and Theoretical Findings .................................................... 154 
Validation of the Proposed Model for future, successful Business Redesign Projects
 ............................................................................................................................... 173 
Leadership Partnership ................................................................................... 177 
HRM as a Strategic Partner and Change Agent.............................................. 181 
Summary ................................................................................................................ 185 
Chapter Five – Conclusions ................................................................................ 187 
Implications for the Theory ..................................................................................... 189 
Implications for Practice ......................................................................................... 194 
 Developing existing BR methodologies .................................................... 194 
 Improving HRM Practices and Function ................................................... 195 
 The role of Trades Unions........................................................................ 196 
 Change Management and Business Readiness ...................................... 198 
 ER as a practical tool to improve effectiveness of BR projects ................ 199 
 New Commercial Approaches to securing outcomes ............................... 200 
 Realistic Benefits and tracking outcomes ................................................ 200 
 Post-Implementation: Continuous Improvement ...................................... 202 
Recommendations for Future Research ................................................................. 203 
Final Conclusions ................................................................................................... 205 







Figure 1 – Stages of Research ...................................................................... 16 
Figure 2 – A Generic Model for Business Process Re-engineering, Vakola et 
al (1998) ........................................................................................................ 26 
Figure 3 – The three dimensions of BR ......................................................... 33 
Figure 4 – “Framework for BPR-based radical change”, Ahmed, P. and 
Simintiras, A. (1996) ...................................................................................... 36 
Figure 5 - Key Failure Factors adopted from Eftekhari, N. and Akhavan, P. 
(2013) ............................................................................................................ 41 
Figure 6 – Success factors adopted from Habib, M. (2013) .......................... 42 
Figure 7– Socio-Technical Theory for Management Systems, Adopted from 
Bostrom and Heinen (1977) .......................................................................... 49 
Figure 8 – Porter’s “Value Chain” adopted from Porter (1985 ....................... 51 
Figure 9 – Proposed Future model for Successful BR Delivery ..................... 55 
Figure 10 – Research Design Flow ............................................................... 67 
Figure 11 – Pilot Study Comparative Analysis ............................................... 73 
Figure 12 – Reasons BR projects fail - source: 
www.capitatransformation.co.uk .................................................................... 79 
Figure 13 – Eight Phases of CHAMPS2 ........................................................ 81 
Figure 14 – Three dimensions of BR ........................................................... 160 
Figure 15 – Three dimensions of BR TOMs ................................................ 173 
Figure 16 – Holistic Model for BR ................................................................ 175 
Figure 17 – Interactions between BR and Organisation Stakeholders ........ 186 
Figure 18 – The Methodology of ER ............................................................ 190 
Figure 19 – Optimum Role for Trades Unions ............................................. 197 







Terminology and Abbreviations .................................................................... 9 
 
Table 1 - The comparison of BPI methodologies adapted from 
Buavaraporn, N (2010) in (Nave, 2002: Anderson et al., 2006; Dahlgaard 
and Dahlgaard-Park, 2006) ........................................................................ 21 
 
Table 2 – Three Forms of business redesign adopted from Sauer, C. (1994)
 ................................................................................................................... 23 
 
Table 3 – The comparison between the most popular methodologies and 
their advantages and flaws – adopted from Rahimi, A. (1996)................... 28 
 
Table 4– Overall Pilot Study Questionnaire Results in relation to the Study 
Propositions ............................................................................................... 74 
 
Table 5 – Survey return rates and Interviews completed ........................... 92 
 
Table 6 – Summary of Differences and Similarities ................................. 112 
 
Table 7 - HRM Hard and Soft Functions .................................................. 181 
 




Terminology and Abbreviations 
 
3PL  Third-Party Logistics 
3PP  Third-Party Provider 
ANT              Actor Network Theory 
BPI           Business Process Improvements 
BPR          Business Process Re-engineering            
BR             Business Redesign 
BT              Business Transformation 
CI                Continuous Improvements 
CLGHP         Capita Local Government, Health and Property  
ER              Employee Re-engineering 
HRM            Human Resource Management  
IC  Intellectual Capital 
IT                 Information Technology 
KM               Knowledge Management 
SCM  Supply Chain Management 
SNA              Social Network Analysis 
STT               Socio-Technical Theory 
TfL             Transport for London 
TM                Talent Management 
TOM            Target Operating Model 
TQM            Total Quality Management 
TU  Trade(s) Union 




Chapter One - Introduction 
Organisations across the public and private sectors are facing extraordinary financial 
challenges. At the same time, they are being tasked with improving their competitive 
position. Given the scale of all these requirements, simply tweaking current business 
functions may not be enough and could threaten performance. The need to change 
the way organisations operate has probably never been greater. Both public and 
private sector organisations are under constant pressure to become more efficient and 
effective. The focus is not just on cost savings but on driving efficiency while improving 
the quality of services for customers, as well as transforming internal employee 
productivity and performance. 
 The concept of Business Process Re-engineering (BPR) emerged in the 1990s 
as a methodology to support the transformation of processes and operations.  At that 
time, it created a great interest and excitement for businesses which needed to gain 
competitive advantage in a rapidly changing, global context set against a background 
of emerging technologies that promised to revolutionise business processes. Volume 
of literature reviewed from both academics and consultants around that time revealed 
that the most frequent question asked amongst Business Redesign (BR) practitioners 
is: “which methodology do you follow?”, or, “what model do you use?” (Vakola and 
Rezgui, 2000). In fact, BR practitioners and consultants are characterised and 
differentiate themselves by the methodology they apply and use the methodologies to 
sell their services to business.  However, as advocated by Davenport (1993): “process 
innovation remains more art than science'' in other words applying a methodology to 
a problem without reference to the context of the human factor will not always deliver 
the results desired.    One of the challenges facing BR as a concept is that it is still 
associated mainly with cost cutting and workforce reduction instead of being seen as 
tool to support performance improvement or market share through improved customer 
experience and workforce retention.  
 In all business contexts, organisations tend to adopt BR approaches in order to 
reduce costs and efficiency to achieve competitive advantage. However, there has 
been little significant progress in the development of BR theories underpinning 
methodologies since it was introduced over three decades ago.  Practitioners and 
academics have focussed in the main on researching the success factors, the role of 
Information Technology (IT), project implementation and the financial aspects rather 
than the workforce aspects during and post implementation.  Consequently, expertise 
in the field of delivering BR in line with current methodologies is in abundance whilst 
Human Resource Management (HRM) expertise, in supporting the implementation 
and applying restructuring to the employees’ roles themselves, appears to be absent.  
Overall, numerous organisations have reported success in their efforts to apply BR in 
order to contain costs and achieve performance improvement in a variety of 
parameters like delivery times, customer service and productivity.  However, not all 
businesses undertaking BR achieve their intended results.  For example, (Hammer 
and Champy, 1993; Al-Mashari and Zairi, 2000; Ahadi, 2004; Habib, 2013) revealed 
that as many as 50 to 70% of organisations that make an effort to employ BR do not 
achieve the results they seek.   
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 There have been numerous studies from perspectives that identify either 
success factors of BPR or major reasons for failure.  Ahadi (2004) argued that “in order 
to be successful BPR must be implemented and managed in the best interest of 
customers, employees and organisations”.  Many factors were presented in the 
literature as potentially affecting the success of any BR project however in the majority 
of cases authors seem to blame poor management practices that failed to properly 
address the widespread fear of change (Marjanovic, 2000; Campbell and Kleiner, 
2001; Zucchi and Edwards, 1999; Willmott, 1994). 
 Some theories and best practices in HRM recognise the importance of the 
‘human’ dimension within BR (Willmott, 1994; Campbell and Kleiner, 2001; Zucchi and 
Edwards, 1999; Marjanovic, 2000; Tennant and Wu, 2005; Ozcelik, 2009 and Herzog 
et al. 2007). However, there is an assumption that employees, including managers, 
are infinitely flexible; that the parallel development of HRM systems and strong 
leadership will dissolve resistance; and that the new systems will not themselves 
generate new problems and resistance, (Willmott, 1994).   Organisations concentrate 
almost exclusively on ways to improve the existing processes or to operate the new 
ones by introducing applications of IT.  However, the workforce element is the most 
important of any change project because of the role it has in any transformation 
process.  Whilst the technical and process elements are assembled to plan often the 
human resource, which is critical to the successful delivery of new processes, are not 
addressed properly in the new Target Operating Models (TOM) prior to assembling 
the final product.  If the organisation design is not revisited to ensure it is still fit for the 
new purpose, then applying the existing resource to the new process will not 
necessarily deliver the required benefits and outcomes. Even Hammer and Champy 
(1993) recognised the importance of the workforce when they noted that “companies 
are not asset portfolios, but people working together to invent, sell and provide 
service.”  Considering the aims of enhancing the performance of BR projects and the 
involvement of human resources, it is critical to provide a methodology for re-
structuring workforce roles or the human resource alongside the processes. 
 A common issue experienced with service improvement or efficiency projects 
is that whilst tested BR methodologies exist the implementation of new processes is 
not always as successful and benefits that were proposed are not always realised. 
Most of the methodologies and the resources used for such projects appear to stop 
post the implementation stage and do not cater for the evaluation of success and the 
concept of continuous improvement (CI). Equally once the business implements 
change the culture or the behaviour of the workforce delivering the new design does 
not change as required. They often find ways of reverting to the old process and 
promote the idea that the new design did not work.  Neglect of the human dimension 
in BR impacts the performance of the new design resulting in a potentially significant 
waste of Intellectual Capital (IC) and human resource investment such as knowledge 
loss, skills and talent loss.    
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Background to the Study 
The scope of this study is positioned in the area of BR including approaches such as 
BPR and Business Process Improvement (BPI). The study focuses on investigating 
these concepts, methodologies, and project outcomes including the opportunities and 
challenges of applying such methodologies. The literature reviewed on BR did not 
specifically address the role that should be played by HRM during the introduction, 
execution and implementation of BR projects.   Equally given the importance of the 
workforce it is of critical importance that the role of leadership features strongly as part 
of the implementation and beyond implementation not just in sponsoring the business 
case and the project.  Although there was interesting research which made the case 
for how important it was to effectively address workface aspects of BR, (Willmott, 
1994; Campbell and Kleiner, 2001; Zucchi and Edwards, 1999; Marjanovic, 2000; 
Tennant and Wu, 2005; Ozcelik, 2009 and Herzog et al. 2007), none of the studies 
mentioned the need for restructuring the employees’ roles, not just the processes, 
which could have enhanced the effectiveness of BR.    
 The research concept of “Employee Re-engineering” (ER) is “an approach 
originating in the field of Management studies which is based on two key 
principles: change management and the workforce. It is an approach to BR 
exploring the benefits of enhancing current BR methodologies to include a 
process of restructuring employee roles within organisations to take advantage 
of human resource investment and to improve the organisation’s overall 
performance.”  This definition will be extended beyond BR however it will apply the 
same principles of Business Transformation (BT) and this will be extended in the book 
that will be published later.  However, the main objective and priority for this study is 
to prove or reject the case for ER.  It is worth emphasising that ER is a fundamental 
element which is currently absent from existing BR methodologies.  ER augments BR 
and is a brand new concept not currently existing in other theory or methodologies.  At 
the moment BR applies to both BPR and BPI and the differences and similarities will 
be explained in Chapters Two and Five however to avoid any confusion it is essential 
to highlight this in the early steps of the Study.  
 The process will involve the realignment of employees with the right skills and 
competencies to the new design. It requires the involvement of HRM and Leadership 
as “change agents” throughout the project’s lifecycle. This will potentially involve: 
 Organisation redesign to fit the new process including job roles and 
performance management approaches 
 Skills and competency matching 
 Redeployment, recruitment or redundancy and potentially TUPE implications 
 Succession planning  
 CI through Talent Management (TM), Knowledge Management (KM), and 
Empowerment 




 In addition, it is critical to identify the key performers, via the involvement of 
Leadership and HRM, including competency frameworks, skills to support the 
matching of human resource to the new process design and to develop models of 
empowerment to support the involvement and engagement of key talents and 
performers in implementing the new design following the conclusion of the re-
engineering of the process.  Recognising the value of human aspects and IC within 
organisations, based on the need to share and transfer knowledge and manage the 
impact of knowledge loss, will support the case for investment in human resource as 
part of any redesign project. 
 ER presents a real alternative to resolve workforce issues through a new 
approach to achieving performance management and handling conflict by providing 
an opportunity to rearrange or reengineer the role to best suit an individual’s skills 
(where the issue is capability not attitude) as opposed to “managing them out” of the 
organisation.  Again the Trades Unions (TUs) need to believe the business benefits to 
believe that the organisation is motivated to get the best outcomes for both parties 
thereby saving the cost of lengthy dispute resolution and potentially Employment 
Tribunals.  Given the relative importance of employees in delivering the success of 
such projects it is implied that some of the failures of BR approaches are ultimately 
down to the failure of projects to acknowledge the power and role of employees and 
to manage their input turning them from protagonists to supporters.  ER ensures that 
buy-in is more realistic by demonstrating clearly the value attached to employees 
within the business. 
 Key performers with the required skills and competencies are essential for the 
delivery of new, redesigned processes and without these the project would not 
succeed.  Scanning the workforce for candidates with these relevant skills and 
investing in them is one of the most critical factors in the ER concept.  To this end it is 
essential to develop and implement a TM strategy which focuses on identifying, 
recognising and rewarding the organisation’s human resource.  Part of the ER process 
is to follow up the implementation of BR projects, in particular post implementation, in 
terms of outcome measurement, CI and workforce issues associated with the 
consequences of such project outcomes. It is worth emphasising that four of the ER 
initiatives are KM, TM, HRM and Empowerment.  ER would scan the existing 
workforce for talents, key performers, the skills and knowledge required to take over 
the role of the project team to ensure the CI lifecycle of the project and to avoid 
reverting to old methods.  
 ER is not to be confused or associated with redeployment which has 
unfortunate connotations within HR and business.  Redeployment has a more negative 
context associated with the need to find people, who are no longer useful or required, 
a new role rather than make them redundant whereas ER is about matching 
experienced staff to the new role requirements. It should be obvious that BR refers to 
both transformation initiatives (BPR and BPI) however as explained above ER 
augments BR by involving the workforce dimension not only theoretically but also 
empirically.  The fact is that the gap, between drawing a process map on a clean sheet 
and the ultimate realisation of the process in the field, relies on the workforce which 
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delivers the new design into reality.  This is why the Study involves HRM and Industrial 
Relations as representatives of the workforce.  
 This study focuses on the human aspects as well as the process. The main 
motivation is to introduce the function of ER as a new approach that would improve 
and develop the current BR methodologies in existence by introducing a rigour and 
standards for the engagement and involvement of HRM professionals in the total 
process of redesign as opposed to being seen as a stakeholder to be informed rather 
than involved.  In this way the BR methodologies are more comprehensive and 
encompass the three key dimensions of change: IT, Workforce and Business 
Processes. 
 
 Better understanding of the way or mechanism in which BR methodologies 
involve employee roles restructuring based on their skills and competencies as well 
as processes redesign would provide a new tool for BR.  It has the potential to extend 
beyond the specific “unit” or department which is undergoing the redesign to include 
other “external to the project” departments, i.e. the impact of such change on 
employees could be assessed and addressed across the totality of the organisation.  
 
 Research questions are “the ground floor of the whole building which should be 
answered through the whole process of research” (Saunders et al, 2007).  In that 
regard the two main research question that this study explores are “Why 50-70% of 
BR projects still fail?” and “How ER can improve the performance of BR 
projects?” This research is to investigate the influence of ER on an organisation’s 
performance exploring to what extent ER can support HRM functions and therefore 
increase the likelihood of BR success and the delivery of the benefits envisaged when 
embarking on BR projects and programmes.  Therefore, this thesis seeks to provide 
the answers for the following sub-questions: 
 
 What factors influence the delivery of successful BR? 
 How can leadership and HRM contribute to the successful implementation of 
BR projects?  
 To what extent TUs impact BR projects? 
 How can organisations deliver and realise the benefits of BR? 
 How do organisations measure success in delivering BR outcomes? 
 How can organisations invest in its Human Resource? 
 How could ER support organisation redesign? 





 The originality and objective of this study is to introduce ER as a new concept 
that could enhance current methodologies, support the implementation of BR projects, 
and improve the projects’ performance.  This will potentially involve the following:  
 
 Understanding the challenges and opportunities experienced during the 
implementation of BR projects in a range of organisations; 
 Testing the impact of HRM and Leadership during BR projects’ implementation 
and beyond the point of implementation; 
 Testing the impact of TUs on BR projects implementation;  
 Testing the concept that ER is critical to delivering BR outcomes and successful 
HRM functions. 
 This study is the first to introduce a systematic approach that involves 
Employees’ Roles Restructuring in BR methodologies and TOMs; this will improve the 
likelihood of successful projects outcomes. Overall the potential significance of this 
study will be the introduction of a new model ER which can be included within existing 
methodologies for BR that involves: 
 
 the exploration of how to design a practical TOM to ensure BR projects are 
resourced and managed effectively  
 an updated, in-depth exploratory study into the opportunities and the challenges 
of embedding ER in BR TOMs 
 A new outlook into the factors influencing the successful implementation of BR 
projects. 
 The contribution of this study is two-fold.  Theoretically, it adds a new debate to 
the knowledge-based view of BT by advocating that the effective exploitation of 
workforce assets can improve the performance of BR projects.  Secondly, from a 
practical point of view, BR projects can benefit from the integration of the ER approach 
as a fundamental part of TOMs that can reduce Change Resistance and knowledge 
loss in addition to realising the benefits and improving the outcomes 
 The study novelty is unique in that it is the first to empirically introduce and 
investigate ER as a new approach in BR projects’ implementation as well as 
developing and validating a more holistic model of BR. In any event, developing 
current theories of BR by covering gaps in literature and investigating the high levels 
of failure in BR projects contributes to raising awareness of current empirical 
challenges and updates the academic knowledge on the most recent progress. 
Therefore, it was essential to apply critical assessments of BR progress in terms of 
current empirical practices and methodologies development in Chapter Two. Based 
on the findings, it was possible to provide the following answer to the research 
question: involving ER in BR TOMs improves overall project outcomes. The study is 
unique in that it is the first to empirically introduce and investigate ER as a new 
approach in BR projects’ implementation as well as developing and validating a more 
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holistic model of BR. In any event developing current theories of BR by covering gaps 
in literature and investigating the high levels of failure in BR projects contributes to 
raising awareness of current empirical challenges and updates the academic 




Figure 1 – Stages of Research 
 
 The first part of this thesis is the theoretical analysis of the key concepts under 
scrutiny and is included in Chapter 2. It aims to identify current gaps in the literature 
of BR in order to frame the study propositions related to the matter under investigation. 
The theoretical elements are divided into three main topics.  The first element provides 
a critique of the concept’s progress and development of BR methodologies.  The 
second assesses the opportunities and challenges of applying such methodologies 
and the reasons for success and failure associated with BR projects.  The third and 
final topic encompasses post project implementation and discusses whether current 
methodologies have the right balance and focus across the workforce and process 
dimensions. This part of the study led to the development of the following four 
propositions: 
P1 – For successful implementation of BR projects three dimensions of the concept, 
process, technology and workforce should be involved in the TOMs 
P2 – The employees’ roles, not just processes, must be reengineered if they are to 
operate effectively in the new system 
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P3 – HRM and leadership need to feature as strategic partners in BR projects given 
the importance of human resources who have to deliver the process itself and the 
need to redesign the organisation and the roles within it to fit the new process 
P4 – Adopting the ER approach as a part of any organisation redesign will lead to a 
successful transition and/or transformation and the realisation of benefits. 
 
 Reviewing the literature enabled the articulation of a proposed theoretical 
model which addressed factors that would be critical to the success of the 
implementation of BR. This model stipulates that for an effective implementation of BR 
projects both technical and social aspects must be recognised if they are to operate 
effectively in the organisation’s redesigned systems.  This theoretical model will be 
tested in terms of its reliability and validity through the Fieldwork. 
 
 The second part of this study deals with the Fieldwork which is discussed in 
detail in Chapter Three.  The methodology adopted for this purpose is the comparative 
case study approach which compares between applying BR projects internally and 
externally, in particular issues associated with workforce management.  The study 
tests the opportunity of introducing ER across different business contexts and how it 
might impact practices within different business cultures.  The rationale for choosing 
the research method should be found in the nature of the research question that this 
thesis seeks to explore (Yin, 2003).  The research question requires the exploration 
and analysis of the relationships and interactions between workforces within different 
contexts and therefore the best research design would be a comparative study.  The 
comparative study involves two elements, a quantitative element and a qualitative 
element.  The quantitative method will include the issue and analysis of a survey that 
aims to explore best practices of BT how it should be within different business 
contexts.  In terms of the qualitative method the main technique adopted is semi 
structured interviews with key experts, practitioners from both contexts.  The 
interviews will be based on an interview guide which will be built with the aim of 
exploring the opportunities and challenges associated with BR projects’ 
implementation.  Given the objective to contrast the two different contexts, an element 
of both types of research was considered the most appropriate approach hence the 
mixed method chosen.    Once collected the data from both the surveys and the 
interviews will be collated and produced in the form of reports describing the 
comparative analysis between the two contexts.  
 
 Finally, the third part, Chapters Four and Five, presents an in-depth review and 
discussion of the research findings with a critical assessment from the comparative 
study as to which of the propositions derived from the literature review are validated 
and which of the propositions are contradicted. This will result in valuable 




Chapter Two - Literature Review 
 
Any research project whatever its scale will necessitate reading what has been written 
on the subject and gathering it together in the form of a critical review which 
demonstrates awareness of the current state of knowledge on the subject, its 
limitations and the way the proposed research aims to add to what is known.  Indeed, 
the literature review for any research needs to demonstrate a critical awareness of 
background studies and matters relating to the thesis. 
 
 The role of literature in this mixed method research was to develop the 
researcher’s pre-understanding and to support the exploration of the themes which 
were generated whilst undertaking this research as it is essential that the grounded 
theories derived from the fieldwork should be regarded with equal gravity as the 
theories from the literature. The literature review has two basic objectives.  The first is 
to review the status of BR project research in order to understand the strengths and 
weaknesses in this area and secondly to review the existing literature and identify any 
important gaps which would form the basis for this study.  
 
 Also, this Chapter discusses the concept of BPR and the development of the 
approach to business performance and undertakes a critical assessment of the BR 
models and methodologies. Furthermore, it examines the challenges and 
opportunities associated with the concept of BPR including the stages of BPR, its 
success and failure factors and the outcomes of BPR projects. 
 
 Finally, this Chapter addresses the main Research Focus which is the role of 
workforce in delivering the benefits of BR projects.  It will introduce the study 
framework model and explore the specific issues relating to the Human Resource 
aspect of BR. It will also introduce a new approach for business re-engineering that 
provides a focus on ensuring the appropriate balance of the human aspects as well 




The Concept of BPR 
The concept of re-engineering as applied to BT and the improvement of key processes 
within organisations was first introduced by Michael Hammer in a Harvard Business 
Review article in 1990. The article, and a book he wrote with James Champy, attracted 
the interest of both managers and academics and the term re-engineering became a 
widely accepted term for undertaking the redesign of business processes. The term 
re-engineering had been in use for a long time by computer programmers in relation 
to the adaptation of software systems to run on new equipment and operating systems, 
or new languages. However, there is no relationship between this use of the term “re-
engineering” and that intended by Hammer and Champy, hence the term was adapted 
to Business Process Re-engineering (BPR) in relation to process redesign. Hammer 
found that incremental improvements from programs such as Total Quality 
Management (TQM) did not deliver the scale of benefits and results that American 
businesses needed to secure market-leading positions. Instead of automating existing 
processes, he argued, IT must be used to totally redesign work processes, achieving 
dramatic improvements in efficiency and cost in the process (Hammer, 1990). Re-
engineering means breaking the rules that have constrained thinking in the past, and 
visualising how things should be done. Then technology, organisational changes, 
training, and other enabling methods make the vision a reality. 
  The key principles of re-engineering described by Hammer (1990) are listed 
below, in order of their relative importance:  
1. Organise around outcomes, not tasks; 
2. Ensure that those who use the output of the process perform the process; 
3. Subsume information processing work into the work that produces the information; 
4. Capture information once and at the source; 
5. Put the decision point where the work is performed and build control into the 
process; 
6. Link parallel activities instead of integrating their results;  
7. Treat geographically dispersed resources as though they were centralised. 
  
Hammer (1990) recognises that re-engineering will be challenging and takes a 
huge commitment of resources. However, the rewards can be significant and can 
provide a competitive advantage that may be unattainable by competitors. Therefore, 
it is important to focus re-engineering efforts where they really count, otherwise the 
cost will exceed the benefits, and re-engineering will not provide the dramatic 
improvements desired. Hammer and Champy (1993) repeatedly emphasise the need 
to focus on processes, not tasks, and the need to completely redesign the process. If 
all that is required to achieve the necessary improvements is tweaking or marginal 
change, then re-engineering is not necessary and other approaches such as TQM or 
BPI will work. CI or incremental improvement programmes, such as kaizen and Six 
Sigma have been around for some years and are generally adopted to deliver CI.  
 Senior management would need to ensure the entire operation understands the 
importance of any re-engineering project and on its commencement ensure that all 
stakeholders are committed to its completion, however Hammer does not describe 
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how one might identify or measure this commitment.  Hammer and Champy (1993) 
estimated that between 50 and 70 percent of all re-engineering projects fail, usually 
because of a lack of commitment from executive management.  
 Their formal definition of re-engineering is "The fundamental rethinking and 
radical redesign of business processes to achieve dramatic improvement in critical, 
contemporary measures of performance, such as cost quality, service, and speed “, 
(Hammer and Champy, 1993). They also defined BPI as a strategic planning 
methodology aims at identifying the operations or employee skills that could be 
improved to encourage smoother procedure, more efficient workflow and overall 
business growth. As discussed earlier BR is a business management strategy which 
focuses on the analysis and design of workflows and business processes in order to 
introduce either radical change (BPR) or incremental change (BPI).  This study deals 
with both BR initiatives however it introduces the concept of ER in a way to enhance 
the performance and outcomes of BR projects. 
 Kondareddy (1998).  In his doctoral thesis he presented a well-structured 
discussion about key differences and similarities of both BR approaches. “BPR without 
the “radical returns/ discontinuous change” requirements, becomes BPI.  BPI is a more 
natural evolution of the change strategies of the quality movement: employee 
involvement, natural work teams, quality circles and statistical process control (SPC) 
and CPI/TQM.  BPI can be seen as a methodology for CPI/TQM implementation for 
white collar business processes (as opposite to production processes) and does not 
necessarily imply a continuous approach to change like TQM.  Even though the BPI 
concept originated before or around the time BPR originated, it gained neither the 
fame nor the dissatisfaction with returns, that it is flashier sibling attained.  Many of the 
tools of BPI that it borrowed from the “quality school”, like flowcharting/ process 
mapping, measurement methods, cost and cycle time analysis, process walk-through 
methods, value analysis, benchmarking, business system planning (BSP) and 
structured analysis/ design (Harrington, 1991) can also be used in BPR.   
Some feel that when reengineering is stripped of its glamour it becomes nothing more 
than process improvement; to them process improvement and process modelling will 
remain when the reengineering fad subsides, but it will be no less useful to business 
than reengineering was supposed to be.  BPI can be implemented across the entire 
organisation continuously, whereas BPR is implemented for critical processes as a 
discrete one-time activity.  BPR starts (or should start) with the objectives and goals 
of the organisation, determine the processes that will be critical for meeting those 
objectives and explores the possibility of reengineering those possibility of 
reengineering those processes. 
Pure BPR pioneers insist on avoiding looking for marginal improvements because 
these two approaches are conflicting (Hammer, 1993).  To them incremental 
approaches carry the risk of solidifying current operating models even when they are 
not appropriate; participants can get hung up in the process and lose sight of results; 
and since they are usually carried out as local initiatives, they may end up affecting 
small parts of a core process inside a function, without realising the rewards that come 
with changes crossing functional boundaries. 
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For a given process, there is little doubt that a continuous change approach would 
prevent ideas for radical change. For any organisation, there is little doubt that both 
continuous and radical change programmes are needed (Martin, 1995, Davenport, 
1993).  Some processes in some organisations need reengineering or process 
innovation, some others need process improvement. While the differences between 
the radical (BPR) and incremental (BPI/ TQM) approaches are clear in theory, the 
disconnection between those approaches becomes blurred in practice” The figure 




Table 1 - The comparison of BR methodologies adapted from (Nave, 2002: 





Initially following the introduction of the term re-engineering many wrote of the 
significant benefits and changes that could be brought about through this approach to 
improvements however it became apparent that success was not always the outcome 
of such re-engineering projects indeed many were not able to deliver the desired 
outcomes, in particular savings over and above the cost of implementation.  At this 
stage the concept emerged of incremental improvement alongside or as an alternative 
to re-engineering. Clemmer (1994), after conducting an in-depth study into this matter, 
stated that: "choosing between process re-engineering and improvement is about as 
useful as deciding whether to use only addition or multiplication. Both are needed". 
Several empirical and theoretical studies have attempted to understand and establish 
the major differences between BPR and BPI (Craig and Yellon, 1992; Davenport, 
1993; Sauer, 1994 and Kruse, 1995). Where BPR seeks radical change through 
designing whole new processes, BPI looks for incremental and CI to existing 
processes. While BPR is implemented top-down, BPI is usually a bottom-up approach. 
Where a BPR project encompasses many functions or even the whole organisation as 
part of its project scope, CI projects are often contained within a single team or focus 
on single or a limited number of processes. While BPR usually drives behavioural 
change through structural change, BPI relies on training and performance 
management to ensure new processes are adopted. Where BPR starts with a blank 
canvas, BPI tries to analyse, standardise and improve upon the existing processes. 
Clemmer claims BPR is the most effective way for improvement when the organisation 
is in serious trouble. In other cases, it is very risky and besides the organisation, it 
would affect the customers, external partners, and suppliers. 
 Therefore, re-engineering is not necessarily the only solution to solve every 
problem in an organisation. Each case should be carefully assessed and analysed 
before deciding on the best methodology.  Given the cost of re-engineering 
organisations should not enter in to such a process unless it is considered essential 
to deliver the desired outcomes. Re-engineering carries higher risks and significant 
investment in resources to undertake the project whereas the other tools such as BPI 
are less costly and can be delivered generally in much shorter timescales and with 
less impact on the business whilst the process is underway.  
 In some cases, it makes more sense to eliminate the process than to automate 
it. For example, a step in or a process in its own right may have evolved over years of 
delivery and on further examination it may no longer be necessary and can be 
removed.  In this case this is not re-engineering merely making the existing process 
more efficient.  Likewise, a process may be capable of delivery by a third party which 
might offer efficiencies and reduced costs in the total cost of delivery.  Outsourcing or 
sub-contracting that process may not necessarily involve re-engineering as it rests 
with the supplier to decide on their operational model in which case this could be 
simply a means of making savings on the cost of delivery of the same processes. The 
widespread literature has revealed that there are three accepted forms of BR which 













Overall change to 
business 
Modest Large Small to large 
Quality of change Limited Radical Incremental/radical 
Frequency of 
change 
One-off/ continuing One-off Continuing 
Types of effect Structural 
adjustment/ 
cultural 
Cultural/ structural Strategy/ structure/ 













Starting point Existing processes Clean slate Existing process 






Time required Short/ medium/ 
long 
Long Long 
Participation Bottom-up Top-down Top-down/ bottom-
up 







Risk Moderate High Low to moderate 
  
Table 2 – Three Forms of business redesign adopted from Sauer, C. (1994) 
 Even when there is agreement that the requirement is for re-engineering 
practitioners’ views fall into two main categories when it comes to applying re-
engineering projects.  The first group believe re-engineering means starting over from 
scratch with a “clean sheet” and redesigning the whole organisation regardless of 
constraints (Hammer and Champy, 1993; Turner, 1994 and Caron, 1994). They claim 
that a clean sheet offers an unrestricted opportunity for creativity and promotes new 
thoughts. In removing the need to take into consideration the existing culture and 
design of a business those seeking to design the ultimate configuration of processes 
would be free from the historical context and therefore able to produce a vision of the 
future unrestricted by the way things happen now. They argue that introducing a 
methodology would enforce rules that dictate what to do, how to do it and when to do 
it and that this would lead to a lack of creativity which would stifle intuition and not 
deliver transformation of the business.   
 On the other hand, others define methodology as, "a coherent set of activities, 
guidelines and techniques that can structure, guide and improve a complex design 
process”, (Meel et al, 1994). Specifically, Klein (1994) argues that the intuitive tells you 
where to go, but the methodological approach tells you what to do to get there. He 
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challenges the effectiveness of the intuitive approach and suggests that the reason 
that most of the reported case studies adopted that approach was because no 
methodologies existed at the time the projects were done therefore there was no 
alternative. Others defend methodology by expressing that ideas, even revolutionary 
ones, could not be developed in a vacuum. It is also recognised that often re-
engineering is a team work activity rather than a solitary design process and therefore 
there should be guidelines and techniques to control the team work, whereas the clean 
sheet approach is the product of "a single visionary ... and ... effectively uncontrolled", 
(Manganelli and Klein, 1994).   
 Therefore, it can be concluded that the definition of BPR is important in order 
that organisations understand the implications of the methodology on their operation 
and on their workforce and also to recognise that BPR is not always required to deliver 
the desired improvement outcomes. Nevertheless, for the purpose of this study, there 
needs to be a frame of reference, to know what has been done and understand the 
failure of current practices and the absence of significant progress since the late 90s.  
After reviewing the concept of BPR it is important to evaluate some of the 
methodologies applied so far therefore the following section aims to produce a 




Critical Assessment of BPR Methodologies 
Available literature suggests that a methodology is simply theory put into practice 
aiming at dealing with real world situations (Preece and Peppard, 1996).  According 
to Valiris and Glukas (1999), a BPR methodology should provide “a consistent set of 
techniques and guidelines which will enable the business process re-designer to 
reorganise business activities and processes in an organisation''. They believed that 
adopting a methodology when undertaking BPR projects is essential for several 
reasons.  A methodology provides an approach that ensures that experience, 
knowledge and ideas are captured and documented consistently in such a way that 
they can easily be evaluated and tested. Secondly, a methodology ensures a certain 
level of organisation that provides for the effective planning and monitoring of progress 
with the project which will allow the resource implications to be assessed and 
evaluated up front so that the business understands the risk at the outset and manages 
its risks during the project. A BPR methodology will ensure that the organisation 
understands the current “as is” processes and the inefficiencies associated with the 
current design which will support the design of the new “to be” processes. In addition, 
by adopting a methodology, BPR practitioners have the opportunity to monitor and 
evaluate the progress of the re-engineering effort.  Furthermore, having a methodology 
will ensure that all stakeholders understand their roles and responsibilities within the 
project. A clearly defined BPR methodology which is easily understood and 
communicated by those leading the BPR work can facilitate the acceptance by all 
stakeholders of their commitments and to highlight the dependencies upon each party 
to deliver success. Finally, adoption of a methodology can support the selection of the 
core team to deliver the project based on required skills and experience.  
 Currently a number of methodologies, models and tools based on other 
disciplines are available which are claimed to be suitable for BPR initiatives. 
Ruessmann et al. (1994) reported the results of their research, claiming that BPR 
methodologies are based on a synthesis of techniques drawn from other disciplines 
and methodologies such as soft systems, TQM, benchmarking, and organisational 
development.  Whilst, Butler (1994) observed that whilst there are many BPR 
methodologies and models available most of these follow a similar approach and have 
common elements embedded in their approaches.  He highlights the difference 
between BPR and TQM also he emphasised the role of IT in facilitating BPR.  Based 
on Butler’s critique of BPR methodologies, Vakola et al (1998) presented a “generic” 
model for BPR.  This model represents one of the best methodologies that exist in the 





Figure 2 – A Generic Model for Business Process Re-engineering, Vakola et 
al (1998) 
 According to a UK BPR methodology survey, conducted by Archer (1996), the 
number of stages involved in BPR approaches varied greatly however each approach 
had many similarities and some examples of these are explored below. 
 Kaplan and Murdoch (1991) proposed the following five steps; develop 
strategy, identify key processes, analyse existing processes, develop an improvement 
plan, and implement. Whereas Lyons (1995) proposed a four-stage methodology of 
process identification, process baseline measurement, process benchmarking, and 
new process design.  Lyons’ methodology did not include implementation, 
performance measurement and evaluation.  Similarly, Ross (1994) recommended 
another four-stage methodology which included identifying the processes which are 
critical to business; determining the current process performance; defining the 
requirements of those processes and finally re-engineering to close the gap between 
current and required capability, either through process modification or complete 
redesign depending on the scale of change required.  
 Whilst other analysts have included more stages in their BPR methodology 
there is a lack of detail or guidance to support project managers. Berrington and Oblich 
(1995) however do provide some guidance for each of the six stages within their 
methodology. The six stages encompass commitment, analysis, decision, design, 
implementation, and monitoring. 
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 In contrast there are other proponents of BPR methodologies who have 
enhanced their methodologies to include more detailed guidance for practitioners. 
Doyle (1992), for example, was one of the first contributors to provide implementation 
guidelines to support those undertaking BPR projects. Doyle is one of the first to 
identify the concept of "Key Value Adding Activities".  In his paper, presented at the 
BPICS conference, he stated that within his company they emphasise the importance 
of evaluating key processes and identifying those activities that add value as part of 
any redesign process. These key “value adding” activities must be identified as these 
will form the foundation of the restructuring of the organisation. In his methodology he 
distinguishes between those processes that are Value-Adding (VA) and those which 
are Non-Value-Adding (NVA) activities and the focus of the redesign will then be on 
the elimination or minimising of the NVA activities. This is a key tool in the LEAN 
approach to process redesign. 
 Hohm and Lee (1994) also recommend a methodology with an emphasis on 
activities and suggest tools that could be adopted. This seven stage approach includes 
selecting the objectives of the organisation, specifying the hierarchy of tasks, 
evaluating the processes, specifying the relationships between tasks, analysing the 
impact of change in the process to the objectives, developing a re-engineering master 
plan and estimating the results.  However, this methodology does not include the 
implementation and performance measurement stages as it concludes with “estimate” 
the results as opposed to measure the outcomes. In their systematic, analytical and 
iterative approach to BPR they endeavour to create a “master plan” for re-engineering 
however it falls someway short of reflecting the “end game”, that is, how to actually 
implement the change and measure the outcomes. 
 Rahimi (1996) undertook an assessment of the most popular BPR 
methodologies as part of his doctoral thesis entitled “Development of a methodology 
for the effective implementation of business process re-engineering in manufacturing 
companies”.  The table below describes the features, strengths and weaknesses that 
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 Practical tools 
 Simulation 
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Table 3 – The comparison between the most popular methodologies and their advantages and flaws – adopted from 




 He observed that the “Lucas methodology” provided some good tools to support 
the analysis of the current situation and the redesign stage. Lucas (1991) introduced 
several new tools as part of the second stage which helped the practitioner to evaluate 
the relative efficiency of a process. The waste identification concept, the input/output 
and flowchart analysis, the runner/repeater/stranger concept, and natural groupings 
offered some new and useful tools and concepts, which made this a relatively strong 
methodology overall. However, it represented a somewhat “mechanistic” approach 
and did not take into account the human aspects of BPR. Lucas’ methodology has 
been accused of being too aligned to the Japanese approach to business without 
reflecting the British culture.  This is of specific interest to this study as the perception 
is that the business context and the prevailing business culture will impact on the 
success of approaches to BPR. Rahimi further concluded that the concept of IT and 
all the possible tools it can offer to the analysis and the redesign stages is absent. 
Finally, there was a lack of definition around the organisational structure, roles, and 
accountability for the re-engineering project. It is not clear who would be accountable 
or responsible for the whole project and its different stages. 
 In contrast, the Davenport (1993) methodology placed great emphasis on the 
role of IT. One stage is completely dedicated to IT to demonstrate its importance and 
the capabilities it could offer to re-engineering processes. Another good concept he 
introduced is how to identify and select the business processes which should be 
subject to redesign. He proposes two approaches to support the selection of the best 
processes to be the focus of the redesign project namely the “exhaustive” and the 
“high impact” approaches however it is not clear how the decision is made and by 
whom as to which of these approaches to adopt. There are other perceived 
deficiencies in the methodology, as with Lucas, around the lack of a recommended 
organisational structure, roles, and accountability for the project.  Also there were no 
recommendations or tools proposed for measuring performance of existing (base-
lining) and redesigned processes which would hinder the ability to measure success. 
Finally, this approach can introduce high cost and impact on the timescales to deliver 
as using Davenport’s model he recommends the design and build of a prototype for 
testing before rolling this out to business as usual.  
 Rahimi concluded that there were two aspects of Harrison’s (1993) 
methodology worthy of mention. Firstly, this methodology recommends the need for a 
clear organisational structure to be established for the re-engineering project 
describing the roles and responsibilities required including an executive committee, an 
evaluation team, line managers and consultants.  Secondly Harrison establishes the 
link with CI. He recommends that the same evaluation team, who assessed the 
redesign and its implementation, would also continue to review the processes to 
identify any further opportunities for process improvement. However, in contrast there 
are a number of general statements made at every stage which are not supported by 
any detailed practical tools or guides which could or should be followed. Another 
weakness is the potential for high cost and delay as a result of the use of simulation 
techniques which are recommended before implementation.   
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 He concluded that Guha et al’s methodology, published in 1993, was one of the 
most detailed available in the literature at that time. The six major stages of the 
methodology had been further categorised into individual steps to help the user 
organise and plan the re-engineering project. Whilst in some of the stages the practical 
tools required are explained in some detail in some stages, specifically the redesign 
stage, described as the “core” of every re-engineering project, it does not expand on 
the necessary tools. The methodology references the role of the re-engineering team 
as well as the IT and emphasises their importance throughout the lifecycle of the 
project. It recommends the prototyping of new processes before moving to full 
implementation and suggests using a Computer Aided Software Engineering (CASE) 
tool however it doesn’t go into detail as to how to build such a tool or which software 
to use. Finally, it links BPR to TQM through continual monitoring of improvements to 
the process.  
 The methodology proposed by Manganelli and Klein (1994) focussed on 
activity-based redesign and in the third stage it introduced the importance of identifying 
Value Add activities. Unfortunately, it did not include reference to any practical tools 
and concepts for the implementer to use in the design stage. Despite not referring to 
IT specifically it did include reference to applying technology in the last step of the 
design stage where it referred to the "Apply technology" step which Rahimi concluded 
referred to new IT application. Therefore, the weakness in this methodology is that it 
is very late in the design process to introduce new technologies which could have 
supported the new design. The methodology recommends testing and evaluating the 
new design on a small scale in the organisation before rolling this out completely. He 
argued that this could introduce additional cost and delays to achieving the benefits. 
Finally, it links the re-engineering project to CI, which was a positive aspect of this 
methodology. 
 In evaluating Harrington's methodology (1991) he concluded that this 
introduced a good organisational structure for the re-engineering project itself as part 
of the first stage. In the second stage, there is enough detail to guide the user through 
the understanding and documenting of the existing process. At the third stage, 
Harrington emphasises the importance of identifying those activities that do not add 
value (NVA) with the objective of using the redesign process to eliminate these. Some 
guidelines are included for this purpose but the user still needs to determine a design 
tool for redesigning the processes. At the end, he links re-engineering to CI to ensure 
the organisation remains competitive in the changing market.  There are two problems 
with this methodology. First of all, there is little reference to the value of IT and related 
tools and the positive impact they could have on BPR. The only reference to 
technology is as part of the last steps in the streamlining stage which mentions the 
introduction of automation/mechanisation. Finally, this methodology shares with 
others reviewed a lack of a “proper method” to evaluate the new process and to 
provide quantitative results of performance improvements. The perceived weakness 
is that the redesigned process should be implemented in its totality and any refinement 
should be performed as part of the last stage of CI. 
 There are, however, a number of perceived problems related to the use of a 
methodology. One reason for the reluctance of organisations to develop or use 
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methodologies or models in the BPR context is that the many of the existing 
methodologies are based on how the business processes should change and how the 
organisation should adapt itself to this change, rather than on the evaluation of current 
practices and on the codification of successful practical experiences (Simsion, 1994).  
In other words, any redesign project needs to fully understand and document the 
current model or process in order to establish the baseline and identify the areas for 
improvement.  Wherever possible, improvement should be based on knowledge about 
what works elsewhere or best practice.   
 In contrast there is a view that a methodology may prevent creativity and 
innovation. The latter are considered crucial elements in the radical thinking during the 
re-engineering process to deliver transformation. By encouraging those who are 
involved in the re-engineering process to comply with the requirements of a given 
methodology, there is a potential risk of restricting the opportunity of optimising the 
results according to the level required by the methodology.  In summary there is a 
tension between methodologies which dictate or guide an approach and intuition which 
allows for free thinking and potentially more radical solutions. 
 The BPR literature search reveals that there are an increasing number of 
successful re-engineering implementations and case studies which have used BPR 
methodologies. Although each business situation has some unique characteristics, an 
appropriate methodology will need to allow for the assessment and re-use of existing 
successful approaches and practical experiences. It is extremely difficult, if not 
impossible, to produce standard “recipes'' for success applicable to every business 
sector. The majority of the methodologies proposed by various academics and 
practitioners are general guidelines attempting to cover the needs of all or as many as 
possible organisations.  Despite some common principles like planning, monitoring or 
implementation, it seems that each sector has its own needs and some unique 
features. What is good for one company may be totally unacceptable to another, as 
many issues, including cultural differences, management style, and staff relationships, 
all impact on the adopted method (Parfett, 1994). 
 A major drawback of some BPR methodologies is that they are not considered 
cost effective for businesses. This factor is crucial for the successful implementation 
of the re-engineering process because the companies have to survive in a highly 
competitive market. One can conclude from the literature that, whilst the theory behind 
the methodologies is logical and in some cases well defined, the application of these 
methodologies is not practical, due to the cost, the delay in implementation taken by 
applying a methodology or due to the inability of the business to estimate the 
opportunity for greater potential savings. 
 An important observation is that the methodologies need to address the 
concept of CI as a part not only of the project but to be embedded in the organisation 
culture so that process improvement becomes a way of operating as opposed to the 
domain of specific projects.  This will increase the chances of an organisation in 
maintaining its market share in an ever-changing world and in a highly competitive 




 Given the importance of changing the organisation’s approach to one which 
encourages and promotes CI, changing the behaviours of the workforce it is surprising 
that whilst some of these methodologies or models include some “soft” elements in 
their approach, such as recognising the importance of organisational culture, human 
relationships and resistance to change, many of the currently available tools focus on 
the harder and more quantifiable elements of the organisation (Ruessmann et al., 
1994).  As a result, there are many tools and methods available in order to model, map 
and redesign the organisational processes but there are not any methods or tools 
aimed at identifying human and organisational factors that affect the change process.  
  
 Many papers and best practices recognise the importance of the human 
element and of the organisational functions. However, the latter are often not 
addressed in the proposed solutions and methodologies, and are, therefore, not 
recognised as being an integral part of the organisational change.  Consequently, most 
of the existing methodologies do not include stages related to human and 
organisational requirements, although they do recognise their importance. BPR should 
be considered an ongoing process. It should be regarded as an improvement tool that 
enables companies to develop more efficient processes but also importantly develops 
an organisation design that can adapt quickly to changing technologies and demand 
for products and services so that the business remains competitive in today’s rapidly 
changing market.  
 
 Whilst most methodologies reference the importance of IT as an enabler few 
addressed the critical aspect of the workforce and therefore they do not include 
adequate coverage or guidance as to how the human resource needs to be included 
and considered as part of any BPR project recommendations. 
  
 In summary, there are various models and different methodologies regarding 
BR which exhibit similarities in key areas such as planning and implementation, but 
also many differences, including reference to the importance of the CI stage. The 
majority of existing methodologies, drawn from techniques and practices within other 
disciplines, have shown that the human and organisational issues were not 
incorporated successfully in the proposed methodologies and that this has contributed 
significantly to the failure of such projects.  This results in the following proposition that 
seems relevant to the research question: 
 
 
P1 – For effective implementation of BR projects three dimensions of the 
concept, process, technology and people should be involved in the new target 








Figure 3 – The three dimensions of BR 
 
 Looking at the mechanism of BR there are currently two dimensions which are 
typically addressed in BR projects highlighted in green in the figure above.  The first 
involves the business process itself and the second involves IT or more likely the 
introduction of new technology tools that aim to improve the efficiency of the operation 
(speed, automation, digital alternatives, etc.).  This study emphasises the need to 
acknowledge the three dimensions in designing new TOMs.  As discussed earlier 
theoretical analysis revealed the heavy focus on process and technology dimensions 
and found that the challenges associated with the third dimension require 
acknowledgement in order to reduce failure rates.  The interaction between the three 
dimensions highlights the need for a management system that involves both technical 




BPR Projects Implementation – Challenges or Opportunities? 
 
BPR project success can be defined by the positive outcomes that a BPR project 
achieves for an organisation. These outcomes may include financial or cost benefit 
but these do not in themselves define success; they contribute to the success of a 
project. This is a common failure that organisations only measure the success based 
on cost or financial aspects.  Grover and Jeong (1995) defined two different 
perspectives: perceived level of success and goal fulfilment, to evaluate redesign 
success.  Hamilton and Chervany (1981) described the perceived level of success as 
the extent to which the targets are achieved whereas the goal fulfilment perspective 
determines success by attainment of a “normative state”.  
 Developing this further the perspective of perceived level of success according 
to some studies is an overall assessment of the BPR project success based on a 
respondent’s view of their experience (Ahadi 2004; Sun, Yazdani et al, 2005; Al-
Mashari et al., 2001).   BPR project success has also been defined as the benefits the 
organisation has derived from the BPR project according to the opinion of senior 
management (Caccia-Bava et al., 2005; Herzog et al., 2007). 
 Alternatively, the second perspective, goal fulfilment, is based on the agreed 
goals of BPR projects. For example, Davenport (1993) listed five potential objectives: 
cost reduction, cycle-time reduction, customer satisfaction level increase, worker 
productivity increase, and defect reduction. Grover and Jeong (1995) used this set of 
goals to assess BPR project success in their study conducted; they described three 
categories of outcomes to evaluate the success of redesign:  
1. Project outcomes (improved cycle times, improved customer service, reduced 
cost, improved quality of products/services and improved organisational 
responsiveness); 
2. People outcomes (improved employee morale, or layoffs); and  
3. Structural outcomes (changed organisational structures).  
 However, Raymond et al. (1998) identified and tested five dimensions of BPR 
project outcomes:  
1. greater market coverage (measured by the number of new products or services 
offered, by an increase in sales and market share and by an enlarged client base);  
2. improved quality in goods and services (e.g., customer service and satisfaction), 
that is called operational quality improvement;  
3. improved quality of organisational coordination and communication (less 
managerial hierarchy, task enrichment, reduced bureaucracy), that is called 
organisational quality improvement;  
4. administrative and production cost savings (in terms of return on investment, 
personnel costs, operational costs, and profits); and  




 Addressing the costs associated with a BPR project these will include tangible 
costs such as the costs of the BPR project team, IT acquisition and implementation, 
costs for any relocation and accommodation changes, and workforce related costs 
including redundancies, redeployment and retraining.  Intangible costs include the 
impact on morale, employee attrition and sickness, sponsor and executive 
management confidence and ultimately the productivity of the business.  
 As previously discussed, some organisations are deterred from undertaking 
BPR projects because of the perceived costs and the lack of demonstrable success 
from those who have already applied such methodologies.   The issue may be related 
to how “success” is measured and the perspective that success is subjectively 
measured and published. To address this challenge it is vitally important that the 
project sets out clearly all the cashable and non-cashable benefits and outcomes that 
the project should attain and critically projects should baseline the current status of 
those aspects and ensure that these goals are capable of objective and demonstrable 
measurement. 
 Consequently, before embarking on a major BPR project the sponsor must 
carefully assess the business case for the BPR project and determine if the likelihood 
of success and the estimated benefits justify the costs of the project. In order to 
address the weaknesses in current BPR methodologies, which may encourage more 
organisations to attempt BPR in the confidence that they will benefit from the 
investment, the various stages of BPR implementation and the success and failure 
factors need to be explored in more detail. 
 
The Stages in BPR Projects 
 
BPR projects involve several stages (i.e., initiation, planning, execution, monitoring, 
and closing) and whilst there is no standard methodology for BPR projects several 
models have been proposed and evolved over the preceding 25 years to guide 
practitioners through the process of innovation and change.  These include Klein, 
1994; Ahmed and Simintiras, 1996; Motwani et al, 1998; Radhakrishnan and 
Balasubramanian, 2008.  In addition, other methodologies have been reviewed in 
detail earlier in this Chapter however here we will focus on the stages of BR projects.  
 Whilst the stages within a BPR project are not the principal focus of this study, 
it is necessary to outline the current stages commonly used when undertaking a BPR 
project in order to understand the key components involved in implementing a BPR 
project and identify any gaps in the current methodologies available.  For this purpose, 
three BPR project models are briefly presented here (Ahmed and Simintiras 1996; 
Klein, 1994; Motwani et al., 1998).  All of these BPR project models present similar 
stages for BPR projects. 
 
 The first model was designed by Ahmed and Simintiras (1996) which was one 
of the best models in existing literature which described the key stages of BPR-based 
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radical change project implementation in the simplest form.  This comprised of three 
stages:  the First stage, the Vision stage, includes preparation, organising, mobilising 
and energising the people who will be on the project team and/or stakeholders in the 
project; the Second stage, Strategy, involves the definition of objectives, developing a 
complete understanding of the BPR initiative and selecting the processes which will 
be the basis of the redesign and will be those which will be capable of achieving 
significantly improved performance.  This stage also includes setting up the BPR 
project team.  The final stage, the Third Stage, is described as the actualisation stage 
and involves the actual transformation of the selected processes and usually takes 
place in a pilot environment.  Following a pilot of the new design implementation of the 
redesigned processes are then rolled out and embedded into the “business as usual” 





Figure 4 – “Framework for BPR-based radical change”, Ahmed, P. and 
Simintiras, A. (1996) 
 
 However, the model in the figure above did not specifically include any 
reference to the human aspects and the implications for the workforce who will be 
required to administer or operate the newly designed processes.  Whilst it includes 
specific reference to the importance of evaluation as part of Stage 3 it could be 
anticipated that this is the point at which any gaps in addressing the human dimension 
will become clear.  If these have not been adequately addressed as part of the project 
then it is possible, or even likely, that the original objectives, particularly if these 
required efficiencies, will not have been achieved. Whilst this model is one of the best 
reviewed in terms of its simplicity and which is clear about the concepts of BPR it is 




 The second model (Klein, 1994) is based on practical experience that involves 
five stages namely, Preparation stage, Identification stage, Vision stage, Solution 
stage and Transformation stage. One of the strengths of the Klein model is that it is 
grounded in practical experience and application.  Also it does reference the 
importance of including both technical and social aspects in BPR project 
implementation.  However, whilst the social aspects are referenced this model did not 
identify how to address these aspects in any detail post implementation which is the 
critical stage where the benefits of BPR projects are realised. 
 The third BPR project model (Motwani et al., 1998) is generated from a review 
of the academic literature, that is, it is a product of the BPR literature available at that 
time. In their model, BPR projects consist of six stages described as follows:  
 Understanding: During this phase, senior management acknowledges and owns 
the need for change and a pre-project assessment is undertaken to ensure there 
is a thorough and defined understanding of what the BPR project will entail 
 
 Initiating: This phase mainly includes creating a vision, selecting candidate 
processes that would offer maximum benefit from being redesigned, defining the 
objectives of the project and forming the BPR project teams 
 
 Programming: During this phase, the project team are focussed on identifying key 
opportunities for improvement and designing new processes that will deliver the 
benefits and advantages that have been forecast 
 
 Transforming: This phase involves the actual transformation of the redesigned 
processes and normally this should be tested and evaluated in a pilot environment 
 
 Implementing: During this phase, the new reengineered processes are fully 
implemented and integrated into the operation. Successful implementation 
requires an effort to decrease resistance from employees which could if left 
unchecked damage the delivery of the identified benefits 
 
 Evaluating: This phase involves evaluating the success of the BPR project against 
the defined performance objectives. This phase is important for continuous 
commitment to the process of re-engineering.  
  
A strength of this model is that specific focus is given to the need for evaluation 
as a stage in its own right unlike the previous two models. However, it does not 
specifically define the role of workforce in delivering success it uses more negative 
language about how they could damage the project. 
 The requirement for projects to focus on implementation is recognised in most 
models reviewed in the literature and it is arguably one of the most important phases 
which has a significant impact on the success or otherwise of BPR projects. As argued 
by Goodhue and Thompson (1995), adopting a methodology in itself will not guarantee 
success of a BPR project but it is its appropriate implementation that will ultimately 
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determine performance improvement and the realisation of defined benefits. Further 
they recommended that during the planning phase projects need to consider the 
following: 
 What implementation components are involved; 
 What aspects of changes should be carried out; 
 What enablers and success factors are important; and 
 What outcomes can be achieved through the BPR project 
 
 Turning on more recent studies, Hanafizadeh and Osouli (2011) present a 
model for selecting the appropriate process for BPR in terms of the degree of change. 
The methodology proposed by Rao et al. (2012) stress on overcoming the obstacles 
which in the authors’ view are caused by an emphasis on the business processes itself 
and lack of the tools for identifying the cause of inefficiencies and inconsistencies in 
BPR through the use of organizational ontology and knowledge and sources maps. 
They more focus on the automatic approach of IT in BPR. Similarly, Bevilacqua et al. 
(2012) implement BPR methodology through an industrial process modelled by IDEF0, 
and tried to minimize or downtime, and deficiencies in emergency management. In an 
attempt to improve BPR projects outcomes, Cheng et al. (2012) suggest a BPR model 
through combining KM and BPR. The model focuses on business processes and use 
KM learning to analyse business processes. Since the application of BPR concepts 
can have different forms, its methodologies are different. Because concerning to some 
factors varies from one project to another project. This Research proposes a 
consolidated approach, which aggregates debatable issues of BR projects together 
through involving both technical aspects such as systems and IT as well as social 
aspects such as Workforce engagement.  
 In conclusion the majority of models introduced in the literature focus on the 
actual design and implementation of the technical aspects of business processes.  In 
reviewing the stages within models for BPR projects it has further been assumed that 
the human aspects of a project impact significantly on the outcomes of the project. 
Therefore, it has been concluded that the stages within a methodology need to make 
specific reference to implementation and post implementation and within these 
emphasise the role of the workforce who are required to deliver the new processes.  
Further theoretical evaluation is required to validate these assumptions by further 
investigation of the available literature which identifies the specific characteristics 





BPR Success and Failure Factors 
Studies undertaken in the early years of BPR practice identified the nature of success 
and failure factors in BPR projects and these studies were conducted by interview with 
mainly BPR practitioners and consultants (Bashein and Markus, 1994; Holland and 
Kumar 1995). According to the study conducted by Bashein et al (1994), senior 
management commitment and sponsorship, realistic expectations, and empowered 
and collaborative workers were frequently mentioned as positive pre-requisites for 
success.  Other requirements included recognising and framing the project within the 
organisation’s strategic context, the importance of a shared and owned vision, strong 
management processes, appropriately skilled people (who were part of the project 
from start to finish and where possible) involved full-time in the project and finally a 
fully resourced programme with necessary budgetary approvals. They recommended 
that projects should spend some time defining customer needs and also identifying 
the resources that the company needs compared those resources it already 
possesses. In terms of the second cause of failure it suggested that executives need 
to recognise the time commitments required for them to deliver the appropriate levels 
of support and also to acknowledge their role in defining the vision and strategic 
context for any project.  
 These failure factors were further developed by Grover and Jeong (1995) who 
explored the impact of the potential failure factors and described how the severity of 
these problems could damage the success of BPR projects. The failure factors they 
identified were categorised as follows: 
 management support  
 technological competence  
 process delineation  
 change management  
 project management 
 project planning 
 The two categories that were found to be most critical to BR project success 
were change management and technological competence. Those categories 
pertaining to the challenges of change management and the impact of poor handling 
of change aspects are of particular interest to this study.  Negative factors in the 
change management category are included below:  
 Failure to anticipate and plan for resistance to change within the organisation 
 Lack of recognition of the need to proactively manage the change required by the 
project 
 Failure to understand and implement any necessary changes in human resource 
policies to support the BPR project implementation  
 Inadequate training was provided for employees affected by the redesign project 
and who were required to deliver the new processes.  
 A study by Paper and Chang (2005) proposed a synthesised model that 
facilitates the identification of success factors for BPR projects. Their theoretical model 
consists of five interdependent components:  
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 Environment factors that lead to structural change include "top-management 
support, risk disposition, organisational learning, teaming, compensation and 
reward systems, information sharing, and resources"  
 People success factors include "training, education, politics resolution, ownership, 
and empowerment"  
 Methodology success factors include "appropriate guiding principles, buy-in, 
direction, continuous monitoring, graphical process map, and customer support" 
 IT Technology success factors include "IT knowledge, IT belief system, and IT 
architecture"  
 Transformation Vision success factors include "vision development, vision 
communication, vision deployment, and vision flexibility". 
  
  
 There are similarities in the BPR project success factors which were identified 
in a study by Ahadi (2004) and Caccia-Bava et al (2005) and were categorised into 
several groups: cross-functionality, BPR process-related factors, process expertise, 
technology support and leadership/motivation. They emphasised that success of BR 
project depends on what business case vision is and the nature of business context. 
Similarly, McAdam and Donaghy (1999) stated that the most important factors for 
successful BPR projects in the public sector included senior management support, 
commitment and understanding of the objectives of the BPR project, communication, 
empowerment, and addressing workforce concerns around the potential for 
redundancy or downsizing 
.    
 In more recent literature the issue of what influences the success or failures of 
BPR projects has been revisited and has broadly aligned to the factors outlined above.  
However, it should be noted that the references within these works are still related to 
relatively old studies from the 1990s to the early 2000s.  Whilst some of these studies 
have been explored in more detail within this chapter, the summaries provided by 
(Eftekhari and Akhavan, 2013; Habib, 2013; and Elaheh and Mohammad, 2014) offer 
a fresh perspective and interpretation of what constitutes success and failure in today’s 
environment and context. In more depth, Chrusciel and Field (2006) and Terziovski et 
al. (2003) found that the key challenges for successful BPR project implementation 
were changing the culture within an organisation and moreover changing the attitudes 
of the workforce who need to deliver the new processes.  This could be addressed by 
ensuring effective communication throughout the project lifecycle and also by 
minimising middle managers resistance to change. The study by Eftekhari and 
Akhavan (2013) had a focus on presenting a comprehensive IT tool to support the 
delivery of BPR projects.  The following figure summarises the key failure factors that 










 In the context of this study, Habib, M. (2013) stated that BPR is a process that 
is used for bringing radical change in an organisation but from his perspective there 
was an over- emphasis on introducing change to the processes whilst neglecting other 
dimensions in respect of the workforce, the behavioural aspects and the culture of an 
organisation.  He suggests that different approaches should be used for different 
dimensions of change and that the interaction between the different dimensions need 
to be anticipated and managed during the change process.  The figure below 
















 In summary, there are two different groups’ clearly identifiable success factors 
within BR projects. One group of factors involved process redesign and the other 
group of factors was related to change management. In the process redesign group, 
three categories of success factors were defined which were: Aspects related to 
process; Factors in relation to project team management; and IT-related aspects. In 
the change management group, the following three success factors were identified: 
Aspects relating to workforce; Factors in relation to management; and Organisational 
aspects. Failure factors reported in this study were resistance to change, lack of 
resources, unrealistic expectations, narrowly defined process. In the main the lack of 
adequate resources had a negative impact on the implementation of projects.  
 
 After reviewing the methodologies, their stages and the critical success and 
failure factors it is noticeable that most of these focus on the process design and the 
technology aspects and have less emphasis on the impact of the new design on the 
skills and knowledge of workforce that is required to deliver the new TOM.  In respect 
of the stages of BPR there is more focus on design and less on implementation and 
more importantly post-implementation.  As this is the part of the project that delivers 
the benefits, that organisations expect to get as a return on their investment, it is 
considered beneficial to develop and build on such models so that they have a balance 
of effort and focus around the delivery of the new processes. Without identifying the 
skills and knowledge required for the delivery of the new design, organisations will 
keep struggling to achieve a smooth transition from the old design to the new TOM. 
Also once the project has been completed there needs to be a detailed handover to 
the BAU team who need to take it from there. This means that there must be a focus 
on the people that need to deliver the change on the ground. On this basis the following 
proposition has evolved as relevant to this research question:  
 
P2 – For a successful implementation of BR the employees’ roles, not just 






Critical Assessment of BPR Development 
The literature which had reviewed previous BPR projects were limited by a lack of a 
systematic approach, mostly consisting of case studies or summaries of survey 
responses. In several cases, the results of detailed research projects were kept 
confidential by the companies that had undertaken the research and one might 
assume that they were reluctant to share their methodologies with potential 
competitors and to protect their Intellectual Property.  Other researchers had only 
studied a single firm or BPR project and then tried to present their findings and 
recommend these could be applied to a broad range of projects without the necessary 
robust evidence that would demonstrate the results were common across more than 
one project.  Few studies included in their findings an assessment of the “before and 
after” condition of a company before and after the BPR project was initiated. Whilst 
numerous authors providing guidelines and suggestions (Hammer and Champy, 1993; 
Stewart, 1993; Furey, 1993; Hall et al, 1992; Harrison and Pratt, 1993) which have 
been covered in more detail earlier in this Chapter, others have described 
characteristics of successful and unsuccessful re-engineering attempts, with 
suggestions on how to avoid problems (Hammer and Champy, 1993; Stewart, 1993; 
Barrett, 1994; Bashein, Markus, and Riley, 1994; Klein, 1994).  Most of these 
contributions were published in the early 90s and were not necessarily objective about 
the methodologies they proposed.  They tended to blame the lack of success on 
failures outside of the scope of the project and yet did not necessarily recommend how 
the weaknesses they uncovered (Failure Factors) should be addressed.   
  Critically, in the mid-1990s, a more critical BPR literature emerged that is mainly 
questioning its importance and relevance to organisations. From the critical 
management studies perspective, for example, Grey and Mitev (1995), Murray and 
Willmott (1993) and Willmott (1994) offer an interesting theoretical critique of BPR, 
arguing that the concept of BPR seeks to ignore conflicts of interest between 
employees and employers and a key principle associated with BPR is that of cost 
reduction that ultimately requires downsizing. Similarly, Knights and McCabe (1998) 
highlighted other conflicts with BPR for organisations that are founded on hierarchy, 
functional division and task specialisation.  Whereas BPR often produces new 
standardised processes that are de-skilled and capable of multi skilling therefore trying 
to apply BPR to such organisations, which are inherently extremely resistant to or 
difficult to change, is likely to fail. 
  Considering the aims of enhancing organisational performance, it is of interest 
that organisations understand the way in which BPR methodologies should involve 
both the human aspects and technical aspects.  This is aligned with Jones (1994) who 
criticised BPR for adhering to an overly “technical” model of organisation. He 
suggested that “BPR entails treating organisations like machines that have gone 
wrong and offering a set of principles by which those corporate machines can be 
overhauled, that is, re-engineered”.  Therefore, as a consequence of applying BPR 
the theory is that “the organisational and mechanical efficiency would be increased by 
maximising its capital return on the resources at its disposal”, or put more simply do 
“more with less” as suggested by Hammer and Champy (1993).  
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 Finally, Grint (1994) challenged the claims of those who purport to have 
introduced the concept of BPR, Hammer and Champy (1993), by taking each of their 
assertions and pointing to historical evidence that contradicts their claim to “originality”.  
Ultimately presenting a view that the principles contained within BPR pre-date the so-
called BPR methodologies and represented standard business practice.  Furthermore, 
he described the concept of BPR as “old wine in new bottles”.  
  In the context of this study as referred to earlier in this Chapter in relation to 
Critical Success Factors, Habib (2013) stated that “organisational change requires four 
dimensional change i.e. change in organisational process, structure or design, change 
in organisational culture and change in organisational politics (i.e. change in 
organisational power distribution etc.)." He further proposed that in order to 
successfully implement change in any one of these dimensions, given that these are 
interrelated and interdependent, then change needs to be formally addressed in the 
other dimensions. If an organisation does not address this issue and comprehensively 
address the changes required to all four dimensions, then failure is almost inevitable.  
He suggests that no single method will suffice and rather insists that multiple methods 
are required to incorporate change and implement BPR successfully. In these 
circumstances change management is probably more likely to succeed and this is 
explored further as part of this study. 
  It is surprising that given the significant investment that businesses were 
making in BPR during the last 30 years there appears to be an absence of studies that 
are systematic and can produce evidence that is robust and grounded in practice 
rather than anecdotes. Much of the academic research that has been done, 
particularly in Europe, has focussed on either single firm case studies, with no specific 
conclusions that can be applied more generally, or on how existing methodologies 
have been applied rather than challenging the methodology itself. The objectives of 
previous research have been focussed on fine-tuning existing BPR methodologies 
rather than assessing the likelihood of success or selecting the right methodology 
given the context of the organisation under review.  Whilst success factors point to the 
need for organisation change, for example, there is no evidence that methodologies 
have been adapted to integrate these requirements.  Therefore, BPR methodologies 
are largely unchanged in their structure since the concept came to the attention of 
business and academia despite all the contra-indications of its success rate.     
 The Literature Review also demonstrated that one of the key challenges in 
reporting success as a result of BPR projects is in defining exactly what success looks 
like. The definition of success at the outset of a BR project is essential and one cannot 
assume that this is always about cutting costs. For example, a business may seek to 
improve productivity while another seeks to improve quality. The difference in these 
desired outcomes may require very different approaches even if they are in the same 
industry or sector. Some authors, such as Grover and Jeong (1995), believe that the 
only real measure of success is that the participants and process owners who were 
involved in the project believe, on reflection, that it has delivered the original vision 
and goals that they were working towards.  These people are best placed to determine 
if the new way of working or process is better than before.  
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Beyond BPR Implementation: Process or People? 
The literature reviewed in this Chapter and summarised by Eftekhari et al (2013) and 
Habib (2013) demonstrate the main causes for projects to fail and identify those factors 
that are more likely to guarantee success.  In a significant number of cases, authors 
appear to allocate the blame to poor management practices that have in their opinion 
failed to properly address the challenges of culture change and the associated fear of 
change that such projects can cause (Marjanovic, 2000; Willmott, 1994; Campbell and 
Kleiner, 2001; Zucchi and Edwards, 1999).  Another major reason for failure of BPR 
projects appears to be related to the failure of managers to anticipate and address the 
human aspects, or “soft” side of BPR (Marjanovic 2000). On reflection one might 
conclude that the problem exists with the methodologies themselves.  Practitioners 
concentrate almost exclusively on ways to improve the existing processes or enable 
the new ones by applying IT and innovative applications of technology such as CRM.  
  Willmott (1994) in his research concluded that the low profile given to human 
resources as a critical success factor was surprising and furthermore that 
“marginalisation and trivialisation of the human dimension from expositions of BPR is 
remarkable”. Given the focus on the business process, he considered it incredible how 
little attention was given during implementation of BPR to the human dimensions of 
organisations.  “Making the transition from function-centred to process-oriented 
organising practices necessarily depends upon the human resources who enact, and 
are enacted by BPR”.   
  Similarly, Campbell and Kleiner (2001) commented on the fact that BPR 
methodologies focussed too much on the theoretical process of work within an 
organisation whilst very little attention was given to the human element which is 
fundamental to delivering the end to end business process. Unless a business is totally 
automating its processes there is a dependency on the workforce to deliver the new 
processes and therefore they have a critical role in the long-term success and 
productivity of any business organisation. In conclusion these authors through their 
research identified that the true success of an organisation depends on the human 
resource, not purely or necessarily on the quality or design of its processes for 
achieving outstanding organisational performance.   
  Back in the 1990s BPR seemed to offer a new tool for change when the fast 
pace of change was seen as a requirement to maintain global competitiveness 
however what was not recognised sufficiently was the fact that it is the human element 
of any change that acts as a catalyst to promote successful and sustained 
performance improvement.  Zucchi and Edwards (1999) noted that BPR was one of 
the major management phenomena of the 1990s but reflected that more efforts from 
both practitioners and academics was still needed in order to overcome most of 
challenges associated with its project’s implementation and they concluded that one 
of the main reasons presented for the difficulty in successfully implementing BPR 
projects lay in the apparent lack of consideration towards the human issues.  Indeed, 
there are a number of studies that attempt to add understanding of the operational 
performance challenges in delivering the benefits of BR projects.  
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 The first area of focus is on how far BPR has been adopted by organisations 
(popularity). Newell et al. (2000) used Innovation Diffusion theory to explain the 
diffusion of BPR adoption. Using the principles and methods of systems analysis 
Newell described the concept of impetus and resistance to BPR projects which might 
hinder adoption if these were not addressed adequately further supported by Yi et al 
(2008) who argued that diffusing resistance relies on categorising the resistance and 
inspirations according to their domains then constructing a dynamic model of BPR 
using the principles of systems analysis along with the theory of mechanical dynamics      
These identified the need for strong and appropriate leadership styles to ensure that 
resistance was minimised and impetus sustained throughout the project lifecycle. 
Similarly, O'Mahoney (2007) went further in applying the theory of memetics as a 
means of understanding the resistance to organisational change often required by 
BPR.  By introducing the concept of dynamic evolutionary processes he claimed that 
organisations may fail initially in adopting innovative projects but subsequently 
success may be achieved as the organisation culture has moved on or normalised the 
idea of change.  
 In the context of the 1990s, BPR appeared to offer a solution to the rising 
challenge of global competition in that it promised to provide the means of leaping 
ahead of the competition by increasing the cost effectiveness of operation. However, 
in order to achieve this cost effectiveness there was a dependency on the reduction 
of the workforce and an assumption that the re-engineering of their processes would 
help to drive out cost benefits. In turn those employees who survived the redundancy 
process were expected to respond positively to the changes and to be flexible and 
agile in terms of changing with new systems and processes.  This assumption by BPR 
methodologies and practitioners was that employees could adapt easily and without 
too much investment or focus on the new processes.  Willmott (1994) challenged HRM 
specialists to question how BPR methodologies are compatible with ideas of creativity, 
empowerment and fulfilment that differentiate humans from other factors of production 
such as processes.  The approach to BPR often simplifies and automates which can 
stifle creativity and motivation.  
  Turning to more recent studies which have had the benefit of many years of 
delivering BPR projects similarities in findings are apparent.  For example, Yang and 
Lin (2014) argued that “Success in business is no longer achieved through healthy 
financial statements or by having the most innovative product; it is achieved through 
people. Attracting valuable human resources has become a global competition. 
Companies should try to sustain their competitive position by obtaining, developing, 
utilising, and retaining valuable employees through various HRM practices. HRM 
effectiveness, including the delivery of high quality technical HRM and strategic HRM 
in a complementary manner, will result in positive firm-level outcomes.”   It is significant 
that recent studies have concluded that real competitive advantage is assured by 
securing quality human resources as opposed to the theory of the concept of BPR 
when it was introduced in the 90s which presented process design and technology as 
the key differentiating factors.  Yang and Lin go further by introducing the role of HRM 
as a key partner in any achieving sustained success within organisations. 
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 As discussed earlier, it is important to select the most relevant approach to suit 
an organisation’s vision and strategy. However, if the main goal is to improve 
performance through productivity, profitability and market share gains then an 
alternative model must be adopted (Ozcelik, 2009). He recognised the importance of 
embedding skills within an organisation in order to sustain CI. This approach would 
assure significant improvements that extend beyond the initial process level benefits 
and would support ongoing improvements in the performance as a result of creating 
the BPR complementary skills, systems and technologies necessary to embed sustain 
and continuously review the redesigned business processes.  This implies that there 
would need to be post-BPR investment in giving employees the skills required to 
deliver ongoing improvement and the time to undertake the review of processes. 
 Kassahun and Molla (2013), stated that despite the obvious appeal and 
assumed benefits of investing in developing capabilities, skills and competencies in 
order that continuous review can be ongoing post BPR implementation so far there is 
no study or empirical evidence that explicitly defines this construct nor a method to 
measure its success. They observed that Ozcelik (2009) and Herzog et al. (2007) 
criticised the currently available BPR literature as lacking in validated models and 
measurement instruments.  As a result, researchers that are interested to explain the 
impact of BR on organizational performance are lacking a variable that is important to 
recognise for variation in BR value. In addition, there is a need for further research 
that can provide more insight to organisations undertaking BR projects about the kind 
of capabilities and competences they need for the new design 
 The importance of the role of HRM during the process of BR including 
implementation and beyond is of particular relevance to this study.  Given the growing 
body of literature that supports the positioning of the HR function as a strategic partner 
in any organisation and which also recognises the need for such a role during any 
projects that will result in transformation or significant change. Ulrich and Brockbank 
(2005). The literature reviewed on BPR is proliferate in the analysis of the critical 
success factors and also the importance of adequate HRM practices has been 
highlighted as likely to impact on the success or otherwise of a project. Another 
important factor relating to HRM is the need to manage resistance to change during 
the implementation of BR.  More recent studies have identified the importance of 
enhancing the capability of employees so that they more readily adapt to the change 
thereby reducing their resistance which can significantly impact the outcomes of such 
projects. Despite considerable references to the role of HRM and its criticality to the 
success of BR projects so far this recommendation has not yet been embedded within 
any known BR methodologies.  Given the comments above around lack of empirical 
evidence and the need for further research the following proposition is a focus of this 
study: 
P3 – HRM and leadership need to feature as strategic partners in BR projects 
given the importance of human resources who have to deliver the process itself 




 In term of evaluating effectiveness of BR methodologies applied in 
organisations. Socio-Technical Theory (STT) and Actor Network Theory (ANT) have 
both been utilised to critically assess the reasons for success and failure of the concept 
of BPR such as Sarker et al., (2006) and Sarker and Lee (2002). In the same context, 
Xiang (2010) concluded that both social and technical dimensions, and how these 
interact, are essential to ensure the successful implementation of a BPR project. 
Finally, Social Network Analysis theory (SNA) has been applied as a technique for BR 
modelling. In particular, this was to support the task of designing IT-enabled business 
processes by providing social network measures for testing and evaluating alternative 
process designs. (Hassan, 2009). 
 Nevertheless, none of those current studies provided a methodology that 
involves social dimensions as a fundamental part which should be included in TOMs. 
Therefore, this study seeks to address the apparent gap in current methodologies as 
these have not been adapted to include the Workforce as a fundamental part of the 
process. Thus there appeared to be a need for further investigation of these contexts 
to develop a theory model which can provide a practical approach to BR that involves 
both technical and social aspects. Given that the focus of this study is on BR project 
implementation and post implementation one can conclude that this requires changes 
in both social and technical systems, as well as requiring their successful interaction. 
Bostrom and Heinen (1977 a, b) were among the first to advocate the need and 
importance of STT in Management Systems research.  Their model for STT is 





Figure 7– Socio-Technical Theory for Management Systems, Adopted from 
Bostrom and Heinen (1977) 
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 The most relevant element to the Research Question from this framework is 
that "the STT approach views the organisation as a work system with two interrelated 
subsystems, the technical system and the social system; the technical system is 
concerned with the processes, tasks, and technology needed to transform inputs such 
as raw materials to outputs such as products; the social system is concerned with the 
relationships among people and the attributes of these people such as attitudes, skills, 
and values. The outputs of a work system are a result of the joint interaction between 
these two systems", (Bostrom and Heinen, 1977a). 
 The technical element and the social element are different from each other and 
therefore the distinction between them should be recognised and preserved when 
organisations implement BR projects.  Management systems are controlled by the 
economic and political contexts in which they operate.  For example, an organisation 
that operates in a free market context would apply a business model which fits the 
context on the contrary if it operates in a context where the industrial relations 
representation is strong then this has to be reflected in the model.  The debate 
between social and technical dimensions of management systems has developed 
through history.  Post the Industrial Revolution and as a response to the rise of 
Liberalism and democracy in the 18th Century, Adam Smith proposed the need for a 
free market economy. He emphasised that the wealth of nations is based on trade not 
gold, the trade that requires exchange and interactions between people. Later on 
specifically, between the periods of 1900 to 1920 heralded the development of 
Industrial Relations to provide some controls over the relationship between 
organisations and the workforce and as part of this process TUs came into being to 
support the rights of the workforce.    In the 1930s the Great Depression affected the 
global economy and in attempt to understand the recession, John Maynard Keynes 
emphasised that the Capitalist system was still valid.  He introduced the general theory 
of employment, interest and money which was published in 1936. His theory 
advocated increased government involvement in expenditure and lower taxes to 
stimulate demand and pull the global economy out of the depression.  Keynes’ ideas 
fundamentally changed the theory and practice of macro-economics and the economic 
policies of governments across the World (Keynesian Economics).  Described as the 
father of Macro Economics, Keynes asserted that markets function best with partial 
government interference whilst Adam Smith was the father of Micro Economics, who 
emphasised free market.  According to Keynes’ own theory of income and 
employment: in the short term, the level of national income and employment is 
determined by aggregate demand and aggregate supply in the country.  After the 
Second World War the role of Industrial Relations flourished to its maximum strength 
as a response of Keynesian Economics theories, and also led to the introduction of 
new management theories that emphasise the importance of sub-systems including 
both dimensions of the business cycle (employers and the workforce).  Bostrom and 
Heinin’s theory was widely adopted in order to understand and analyse sub-systems 
within organisations and management systems.  They argued that the management 
system has to adhere to the economic context in which they operate and acknowledge 
both dimensions to avoid any conflict between the employment parties.  This 
relationship fluctuates in terms of the balance of power and depends on the political 
and economic context in which the organisations operate.  
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 In the same context Porter (1985) argued that an organisation’s value chain 
(VC) depends on both social and technical aspects to achieve its competitive 
advantage. He introduced the term of Competitive Advantage in late 1970s and this 
term was applied to develop his theory of VC. The idea of the VC is based on the 
process view of organisations, the idea of seeing an organisation as a system, made 
up of subsystems each with inputs, transformation processes and outputs. Inputs, 
transformation processes, and outputs involve the acquisition and consumption of 
resources namely money, labour, materials, equipment, buildings, land, administration 
and management. How VC activities are carried out determines costs and affects 
profits. Porter’s model for VC is illustrated in the framework below:  
 
 
Figure 8 – Porter’s “Value Chain” adopted from Porter (1985) 
  
 After a company creates products or services, it passes them through the 
value chains of distributors (which also have their own value chains), all the way to 
the customers.  All parts of these chains are included in the value system. To 
achieve and sustain a competitive advantage, and to support that advantage with 
information technologies, a firm must understand every component of this value 
system. Capturing the value generated along the chain is the new approach taken by 
many management strategists. For example, a manufacturer might require its parts’ 
suppliers to be located near its assembly plant to minimise the cost of transportation. 
By exploiting the upstream and downstream information flowing along the VC, firms 
may try to bypass the intermediaries creating new business models, or in other ways 
create improvements in its value system. The VC approach is particularly relevant to 
this study when used as a tool for supporting change management as it is seen as 
more user-friendly than other business process tools. This will be discussed later in 




 In the 1980s, the term Supply Chain Management (SCM) was developed to 
express the need to integrate the key business processes, from end user through 
original suppliers. Original suppliers are those that provide products, services, and 
information that add value for customers and other stakeholders. Jacoby, D. (2009). 
 Blanchard, D. (2010) defined supply chain as “a system of organizations, 
people, activities, information, and resources involved in moving a product or service 
from supplier to customer.”  Similarly, Nagurney, A. (2006) stated that supply chain 
activities involve the transformation of natural resources, raw materials, and 
components into a finished product that is delivered to the end customer. In 
sophisticated supply chain systems, used products may re-enter the supply chain at 
any point where residual value is recyclable  
 In the same context, Gokhan, N and Needy, N. (2010) argue that “Product 
design plays a different role by providing attractive features to generate demand. In 
this context, demand generation is used to define how attractive a product design is in 
terms of creating demand. In other words, it is the ability of a product's design to 
generate demand by satisfying customer expectations. But product design affects not 
only demand generation but also manufacturing processes, cost, quality, and lead 
time.”  
 The basic idea behind SCM is that companies and corporations involve 
themselves in a supply chain by exchanging information about market fluctuations and 
production capabilities. Wieland, A. & Wallenberg, C. (2013) states that “If all relevant 
Intellectual Capital is accessible to any relevant company, every company in the 
supply chain has the ability to help optimise the entire supply chain rather than to sub-
optimise based on a local interest. This will lead to cutting costs and give a more 
attractive final product, leading to better sales and better overall results for the 
companies involved” 
 
 Equally, all relevant skills, competencies and knowledge required to a single 
company in the supply chain have the ability to optimise the entire supply chain rather 
than sub-optimise based on internal or local interest. This will lead to better-planned 
overall performance and productivity, which can cut costs and provide a more engaged 
workforce. The Global Competition, Technology and Communication Revolution led 
to the introduction of Merger and Acquisition, VC, Supply Chain, BR, and finally 
Outsourcing.  Starting in the 1990s, several companies chose to outsource the 
logistics and procurement aspects of SCM by partnering with a third-party logistics 
provider (3PL). Companies also outsource production to contract manufacturers’ 
services to be delivered on behalf of it through a third party services provider (3PP).   





  In summary, based upon the literature reviewed in this Chapter the correlation 
between the technical and process aspects and the change management aspects 
need to be acknowledged and managed in order for BR projects to deliver successful 
outcomes.  Whilst the technical and process aspects are well covered in BR 
methodologies there is not much focus on the importance of effective change 
management which would deal with the role of leadership and HRM as strategic 
partners.    
 Despite the appeal of how important to invest in the value of capabilities, skills 
and competencies of human resources post BPR implementation thus far there is no 
study that explicitly defines this construct and develops an instrument to measure it. 
In fact, Ozcelik (2009) and Herzog et al. (2007) have criticised the BPR literature as 
short of validated models and measurement instruments. As a result, researchers that 
are interested to explain the impact of BR on organisational performance are lacking 
a variable that is important to recognise for variation in BR value. 
  
 Meanwhile STT and VC are two of the most relevant theories for this study 
because they articulate the importance of acknowledging and addressing how social 
and technical subsystems combine to deliver the desired outcomes of BR projects.  
However current BR methodologies do not reflect the importance of the interaction 
and inter dependencies between both aspects.  In addition, there is a need for further 
research that can provide more insight for organisations undertaking BR projects 
about the kind of capabilities and competences they need for the new processes to 
nurture and develop once they have completed a BR project. Therefore, there is an 
argument that suggests a model, which blends BR and Change Management models, 
is required to build on STT and VC which will support the management of the inter-
relationships between the technical and social aspects in Management Systems. 
 In order to articulate the key elements of change management which are 
needed to assure the benefits of BR this study aims to prove or disprove the case for 
the concept of ER. The research concept of ER is to explore the benefits of 
restructuring employee roles within organisations to take advantage of human 
resource investment and to improve the organisation’s performance.  The process will 
involve the realignment of employees with the right skills and competencies to the 
“best fit” roles.    In other words, this proposition seeks to evidence the need for the 
enhancement of existing BR methodologies to include the review of the skills and 
competencies required by the reengineered or redesigned business functions.  As a 
part of BR methodologies the project needs to involve HRM to ensure that they 
understand the objectives and requirements of the new design in order that they can 
identify within the business the best candidates to deliver the new functions based an 
understanding of what skills and competencies are required and what skills and 
competencies the workforce has.  In this way HRM need to be part of the delivery team 
not just stakeholders involved at Board or implementation stages.  They are the 
architects of the new organisation design to complement the new process design. 
  Further justification for the argument is provided by the originators of the BPR 
notion, Hammer and Champy, who have admitted that BPR has not been implemented 
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in the right manner. The fact is that the gap, between drawing a process map on a 
clean sheet and the ultimate realisation of the process in the field, relies on the 
workforce which delivers the new design into reality.  This leads to the development 
of the fourth research proposition which is to embed the concept of ER within any BR 
methodology.  
P4 – Adopting the ER approach as a part of any organisation redesign will lead 
to a successful transformation and/or transition and the realisation of benefits. 
 The ER process will involve the realignment of employees with the right skills 
and competencies to the “best fit” roles.  This will potentially involve the 
implementation of redesigned services in the majority of cases will require some form 
of organisation re-design whether this is to reflect the introduction of new technology 
or new processes which have a significant impact on the service delivery model and 
the design of the organisation that supports it.  Key elements of ER include: 
 The implementation of a competency management strategy to identify key 
performers and to support the delivery of the change at operational level 
 Tasks and role re-engineering (roles requirements) 
 Support from HRM including the development of or review of the competency 
framework, performance appraisal, skills and experience database, job rotation 
for training and producing new “performers” 
 Implementation of a KM Strategy – to share knowledge and to support 
consistency and learning from the implementation itself. 
 Skills and competency matching 
 Redeployment, recruitment or redundancy and potentially TUPE implications 
 Succession planning 
 CI through TM and empowerment 
 Leadership sponsorship to ensure that all stakeholders are bought in to the 
change and committed to/ own the benefits of the business case for change 
 Employees need to be involved appropriately throughout the design to different 
levels ranging from informing about change, consulting on the design and 
outcomes and delivering the newly designed/ supported services 
 TUs involvement in engaging in the process and supporting the more positive 
approach to organisation redesign afforded by ER. 
 Building on Porter’s Value Chain theory and STT, it is possible to elaborate a 
model gathering the critical factors that influence the success or otherwise of BR 
projects. This model stipulates that for an effective implementation of BR projects three 
elements of new design (process, IT, people) should be addressed in the TOM, and 
three elements of its implementation (strategy, leadership and HRM) should be 
involved in the whole project as strategic partners and not just as stakeholders. In 
terms of post implementation, the study emphasises the need for CI and outcomes 
measurement as key for successful delivery. The figure below represents a potential 





Figure 9 – Proposed Future model for Successful BR Delivery 
  
 Critically, HRM needs to support the matching of human resource to the new 
process design and to develop models of empowerment to support the involvement 
and engagement of key talents or performers in implementing the new design following 
the conclusion of the re-engineering of the process.  In addition, recognising the 
value of IC within organisations based on the need to share and transfer knowledge 
and the impact of knowledge loss will support the case for investment in human 
resource as part of any redesign project. In conclusion whilst BPR focuses on the 
process and systems changes ER focuses on the impact on human resources and in 
particular the new skills, competencies and the number of roles required to fulfil the 
new function.   
The proposed model described in the figure above aims to shed new light on 
two main subjects.  The first subject explores the link between human aspects 
(employees) and BR.  The second subject identifies the managerial practices that 
could be considered as critical for successful implementation of change which relies 
on HRM and Leadership. Given the relative importance of employees in delivering the 
success of such projects it is implied that some of the failures of BPR approaches are 
ultimately down to the failure of projects to acknowledge the power and role of 
employees and to manage their input turning them from protagonists to supporters.  
ER ensures that buy-in is more realistic by demonstrating clearly the value attached 
to employees within the business. 
 The theoretical model is explored further through fieldwork in the context of 
organisations that have reengineered their business processes.  A comparative study 
has been conducted for testing this model in two different contexts one where BR is 
being applied internally and the other where BR is being delivered to an external, third 
party but both of these cases are within a British business context.  The next Chapter 
presents the methodology applied to the Fieldwork to explore the validity of the 
propositions that have been derived from the literature and which are intended to 





The purpose of this Chapter is to review the existing and relevant literature available 
in respect of BPR issues encountered within BPR projects during implementation.  
Reviewing the literature is crucial as it constitutes the “groundwork” related to the 
research questions in order to generate the research propositions.   
 This research is aimed at illustrating, challenging or even rejecting existing 
theories related to BR; in fact, the research questions seek to investigate the influence 
of ER on the success or failure of BR projects. To sum up, the literature review of BR 
has revealed the following:  
 There are still issues in relation to the perception of BR within organisations.  
Specifically, the concept of BPR is associated mainly with cost cutting and 
workforce reduction instead of being seen as tool to support performance 
improvement or market share through improved customer experience and 
workforce retention 
 There has been no significant progress in BR theory and practice since the early 
2000s.  In the main the methodologies focus most of their attention on IT 
applications and the implementation of new systems 
 The literature still reveals a high level of failure in BPR projects estimated at 
between 50 to 70% and this has a negative impact on the perception of the concept 
thereby deterring organisations from investing in major projects 
 More recent studies whilst investigating success and failure factors have not 
recommended changes to the original models to address those factors, namely the 
need to engage and acknowledge the role of the workforce in projects and 
specifically require this as part of the methodology 
 The requirement for projects to focus on implementation is acknowledged but this 
is not the main focus of these methodologies.  However, implementation and post 
implementation are arguably the most important phases which ultimately dictate 
whether a project is a success or failure  
 Specifically, the role of leadership as part of the implementation and beyond 
implementation is not emphasised within existing methodologies 
 Adopting a methodology in itself will not guarantee success of a BR project but it 
is its appropriate implementation that will ultimately determine performance 
improvement and the realisation of defined benefits 
 Despite considerable references to the role of HRM and its criticality to the success 
of BR projects so far this recommendation has not yet been embedded within any 
known BR methodologies 
 Despite the fairly consistent acknowledgement of the role of employees in 
delivering success, it is of interest that the methodologies do not provide adequate 




 This study aims to address these issues and gaps in the methodologies, by 
focusing on the socio-technical perspective and examining the impact of human 
dimensions as a key driver of the whole process. 
 To conclude the theoretical findings to date, support the research questions 
which are aimed at assessing the influence of employees on BR projects outcomes. It 
can be concluded that this Chapter has highlighted that BR must apply an appropriate 
methodology that addresses not only process but also task, structure and employees.  
This argument is supported by the work of several researchers (Marjanovic, 2000; 
Willmot, 1994; Campbell and Kleiner, 2001; Zucchi and Edwards, 1999). 
 Finally, the overall research proposition is articulated at a more granular level 
within the following four study propositions: 
P1 – For effective implementation of BR projects three dimensions of the concept, 
process, technology and people should be involved in new TOMs 
P2 – For a successful implementation of BR the employees’ roles, not just processes, 
must be reengineered if they are to operate effectively in the new system. 
P3 – HRM and Leadership need to feature as strategic partners in BR projects given 
the importance of human resources who have to deliver the process itself and the 
need to redesign the organisation and the roles within it to fit the new process. 
P4 – Adopting the ER approach as a part of any organisation redesign will lead to a 






Chapter Three - Research Methodology 
 
The objective of this Chapter is to discuss the methods which were applied to explore 
the propositions that were derived from the theoretical analysis in Chapter Two. These 
propositions were intended to provide an assessment of initial perceptions or solutions 
of the matter under investigation and to answer the research questions which were to 
explore why 50 – 70% of BR projects still fail, to what extent ER could improve the 
outcomes of BR projects and how HRM and leadership can support operations during 
the implementation of these projects.  The research methodology provides a 
justification of the strategy that was adopted to collect relevant primary data that 
accepts or rejects these propositions. 
 These propositions shed new light on two main subjects.  The first subject 
explores the link between workforce and BR.  The second subject identifies 
managerial aspects that could be considered as critical for successful implementation 
of BT which relies on HRM, Leadership, TM and KM. 
 This Chapter includes the following aspects of the Study:  the justification of the 
research approach that fits the nature of this study and its objectives; the research 
strategy selected to collect the data, which was used to answer the research questions 
and explains the rationale for the choice of this strategy by providing theoretical 
arguments justifying the Capita comparative case study; the detail of the research 
design including the survey and interview design as well as the justification for the pilot 
study;  the detail of the fieldwork undertaken to collect both qualitative and quantitative 
data; the analysis of both the survey and interview data and finally a discussion of the 
study limitations and issues associated with data collection. 
 The pilot study undertaken, whilst proving there was interest for the matter 
under investigation, also highlighted challenges in engaging organisations in 
supporting the Research project. Only two companies out of the 25 responded to the 
pilot study survey; however, both of these were consultancies who were engaged day 
to day in providing BR projects to clients and each routinely applied transformation 
within its own business. 
 Having tested the nature of the BT market within the British business context 
which depends heavily on the support of consultancy services, the decision was made 
to focus on consultancies who are delivering BR projects on regular basis instead of 
random selection. Again, based on the pilot study results, it was essential to ensure 
that the study design would fit this fieldwork. Therefore, the two pilot study respondents 
were both invited to participate in the main study however subsequently one withdrew 
due to concerns about the time commitment required to support the full study.  
 Following further investigation of the remaining company, which has distinct 
business units’ one delivering external consultancy to clients around BR and other 
internal teams delivering transformation to its own operations, it was decided that 
Capita presented a strong case for this study that seeks a comparative approach 
between delivering BR projects externally and internally.  This enabled further testing 
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of the study propositions in different contexts and different business environments as 
the external team deliver for external organisations and the internal team apply BR to 
the company’s existing operations.  Exploring the challenges and opportunities of 
undertaking BR both externally and internally strengthens the validity of the study 
findings through the execution of the main Fieldwork.  Also reliability, validity and 
generalisability of this study are discussed and justified later on in this Chapter. These 
three aspects are critical and essential for assuring reliability of the study’s 
significance.  Therefore, all these aspects are measured and evaluated before framing 
any solutions or recommendations. Reflexivity through objectivity and transparency of 
these study findings creates reliable and practical recommendations that are the goal 
of any research project. Improving current practices and existing theories of BR has 
been one of the top priorities of this study.   
 In response to the challenges associated with the data collection and in 
particular the pilot study the decision was made to apply a purposive total population 
sampling technique in the survey followed by number of interviews.    
 Given the nature of the case study and the relatively small sample size of 76 
respondents, a purposive total population sample was used for the survey phase of 
the Fieldwork.  There was a high response rate resulting in 58% completed surveys 
being returned. The data from the surveys was analysed within excel software and the 
responses to each question presented split by external and internal along with a 
combined result. This comparative approach supported the process of data analysis 
in particular identifying similarities and differences in both contexts. 
 The interviewees were selected from volunteers at the survey stage and 
encompassed professionals and consultants from both the external and internal 
teams.  In total 15 respondents were interviewed, representing 20% of the total 
population sample. As part of investigating the issues associated with BR projects it 
was essential to test the study framework that was introduced based on the theoretical 
analysis discussed in Chapter Two which was previously articulated in response to 
cover the gaps and to validate the study propositions. The interview guide was 
designed to test the study framework validity and reliability through exploring 
challenges and opportunities associated with BT projects internally and externally, see 
Appendix D. The interviews were transcribed and thematic analysis was applied to 
identify common study themes with key quotes used to reference each of the themes. 
Finally, the Chapter closes with a summary of the findings from both the survey and 






The data gathered from the literature ‘set the scene’ and provided the main themes 
within which the primary research was carried out.  Therefore, the literature review 
provided the background for the primary research. In order to successfully complete 
this primary research, a process was determined which provided the structure within 
which the research was carried out.  Gill & Johnson, (1997) state that there are three 
areas on which to concentrate.  Firstly, the approach of the research must be given 
consideration, then the research strategy can be formulated and consequently, the 
research strategy determines the third phase of the research process in which the 
methodology will be utilised.  The process of enquiry is to result in added knowledge 
on a certain issue or topic of interest. 
 
 The objective of this section is to present these different research methods, by 
focusing on the main issues associated with each, in terms of strengths and limitations, 
in an attempt to draw a general framework for the issues of methodology and show 
how this research fits within it. However, before evaluating these elements, it is 
important to discuss the broad issues relating to research methodology from a 
philosophical perspective.  
 
 In the early stages of designing the research, researchers need to consider 
three framework elements; the philosophical assumptions, the strategy of the research 
enquiry and the specific detailed procedures or research methods to be used, 
(Cresswell, 2003).  
 
 Key philosophical traditions in relevant academic research are positivism and 
social constructionism.  The difference between these two paradigms is based on how 
researchers view the nature of reality and what they perceive to be the best ways of 
enquiring into the nature of the World, (Easterby-Smith et al, 2002; Bryman and Bell, 
2007). The key idea of positivism is that the World exists externally and that its 
properties should be measured through objective methods rather than being inferred 
subjectively through sensation, reflection and intuition.  The knowledge that develops 
through a positivist lens is derived from careful independent observation and 
measurement of the objective reality, (Cresswell, 2003).  On the other hand, social 
constructionism researchers believe that reality is not objective and exterior therefore 
they mainly focus on subjective interpretation rather than objective measurement 
hence the qualitative approach is preferred in constructionist research recognising the 
involvement of researchers with that which is being studied, (Easterby-Smith et al, 




 In terms of the scientific method, quantitative research methods are applied in 
order to establish general rules or principles. Scientists have built an assumption which 
holds that data must provide proof or strong confirmation, in probability terms, of a 
theory or hypothesis in a research setting. Also, and as a consequence, this construct 
gives a firm basis for precision and control. The term “positivism” has been applied to 
this conventional approach to research which incorporates methods and principles of 
natural science for the study of human behaviour. The main strengths of the scientific 
approach lie in precision and control. Control is achieved through the sampling and 
design; precision through quantitative and reliable measurement.  A second strength 
lies in the fact that experimentation leads to statements about causation, as it can also 
permit statistical analysis. 
 
 However, in terms of limitations, significant problems can be encountered by 
the researcher in social science since human beings are far more complex than the 
objects which are researched in physical science studies. Whilst, traditionally, 
scientific beliefs may have continued unquestioned for a substantial period, the human 
element has become recognised increasingly as a critical factor in the definition of 
truth and knowledge. It was the decade of the 1970s that saw an increasing advocacy 
for the acceptance of the naturalistic methods in social science research. The 
epistemological underpinnings of the qualitative motif hold that reality cannot be 
subsumed within numerical classification; a viewpoint that stands in the opposition of 
the quantitative position. Qualitative research places stress on the validity of multiple 
meaning structures and holistic analysis, as opposed to the criteria of reliability and 
statistical compartmentalisation of quantitative research. 
 
 Consequently, to that extent, qualitative evaluators frequently find themselves 
having to defend their methods because of resistance posed by researchers who are 
ideologically committed to quantitative methods. The latter assume that qualitative 
research lacks rigour, and expect the qualitative researchers to demonstrate the 
validity and reliability of claims, to demonstrate the generality of findings – in short, to 
meet the same criteria as quantitative research.  The answer to this is that the criteria 
that one considers as appropriate for quantitative scientific work in social science are 
not those that are necessarily appropriate for work that rests on different assumptions, 
that uses different methods and that appeal to different forms of understanding. The 
task of the qualitative methodologist is to capture what people say and do as a product 
of how they interpret the complexity of their world, to understand events from the 
viewpoints of the participants. 
 
 Essentially, qualitative methods are concerned with processes rather than 
consequences, with organic wholeness rather than independent variables, and with 
meanings rather than behavioural statistics. Interest is directed towards context-bound 
conclusions that could potentially point the way to new policies and decisions, rather 
than towards scientific generalisation that could be of little use. Even though a strong 
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contrast has deliberately been made in the preceding pages to emphasize the different 
approaches and philosophical rationales, the practice of dichotomising and polarising 
social science research into quantitative and qualitative modes is overdone and 
misleading. The terms “qualitative” and “quantitative” are used not so much because 
they involve mutually exclusive, unique research strategy and methodologies, but 
rather they conveniently differentiate one from the other. Depending on the nature of 
the question or problem to be investigated, either a qualitative or quantitative approach 
will generally be more appropriate. 
 
 Yet in practice, many researchers use both approaches as appropriate within 
one investigation.  As Gay (1996) noted, qualitative and quantitative approaches 
represent complementary components of the scientific method; qualitative approaches 
involve primarily induction (i.e. generating hypothesis) while quantitative approaches 
involve primarily deduction (i.e. testing hypothesis). For instance, Yin (2003) cited 
three elements that should be taken into consideration when seeking a research 
methodology: (1) the type of research question, (2) the control an investigator has over 
actual behavioural events and (3) the focus on contemporary as opposed to historical 
phenomena.  In terms of justifying and applying specific research method relevant to 
specific research questions, he states that, “how” and “why” questions are more 
explanatory and likely to lead to the use of case studies, historical analysis and 
experiments as the preferred research strategies. This is because such questions deal 
with operational links needing to be traced over time, rather than mere frequencies or 
incidence.  In contrast, “what”, “how many”, “how much”, “who”,” where”, and “when” 
questions might either be exploratory (in which case any of the strategies could be 
used) or about prevalence (in which surveys or the analysis of archival records would 
be favoured).  
 
 After presenting these different aspects between qualitative research and 
quantitative research, it is important to put forth the idea that the research conducted 
within this thesis fits within both approaches. Arguments for such a choice will be 
presented in more detail later in the course of this Chapter. However, as a primary 
attempt to justify the methodology chosen, it is useful to recall the research questions 
which are to investigate “how can ER influence BR projects’ performance and to what 
extent supports HRM functions?” From here, it is possible to see that the purpose is 
to analyse a socially constructed reality, with some variables that need to be measured 
in order to provide interpretations and emphatic understandings. These are the 
specific characteristics of both qualitative and quantitative approaches. 
 
 For example, Howe (2004) argues that the use of mixed methods is 
controversial to some authors, because the combination of qualitative and quantitative 
methods involves the assumption of different paradigms. This controversy has come 
to be inserted in the socio-political context of the Social Sciences, where 
methodological hierarchies often exist. Here, quantitative methods represent the top, 
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and qualitative methods have been relegated to a secondary role. In the author´s 
opinion, it would be appropriate to establish the relationship between mixed research 
methods and conceptions of causality, so that researchers can distinguish between 
the natural concept of causality and the intentional conception. The relationship of 
natural causality builds a causal explanation of the establishment, as well as the 
enumeration of the patterns that order human behaviour within the model of the 
Natural Sciences, and which is associated with quantitative methods. 
 
 Through the application of both methods, quantitative and qualitative, in the 
data collection, researchers can approach the analysis context through a multi-
disciplinary research, multi-form and temporary international comparative study. This 
operational structure would not be limited to a positivist methodology based on 
quantitative research, but would also incorporate qualitative methods developed and 
articulated through a multi-cultural perspective, and have the acceptance of multiple 
individual realities represented in each of the cases analysed.  Authors such as 
Fetterman (2010) believe that people act guided by their individual perceptions and 
such actions have real consequences. Therefore, the subjective reality that each 
individual sees, and that is shown through the qualitative study, is no less real than a 
reality defined and objectively measured through a quantitative study. 
 
 Herein lies the answer given, that although qualitative research works over a 
field of historical and cultural study, and the quantitative research is based on the 
rigour of the quantitative, authors believe that comparative studies should be 
channelled from a multi-method perspective. Their results have to rely on certain 
parameters focusing on achieving generalisations and distributions as well as in 
achieving performances that sustain their arguments. Thus, through qualitative and 
quantitative investigations, it is possible to engage different viewpoints. For this 
reason, it is considered that both methods should act in parallel, based on 
complementary work directed to isolate and analyse different aspects of the same 
phenomenon.   
 
 Once the broad approach has been chosen then comes the necessity to choose 
the approach to inquiry.  Approach to inquiry refers to the overall strategy followed in 
collecting and analysing data; this strategy is referred to as the research design.  All 
studies have certain procedures in common, such as data collection and analysis. 
Beyond these, however, specific procedures are to a high degree determined by the 









The justification of this research strategy is based on Ragin (1994) and Huntrais (2009) 
on Comparative Research techniques as a result of their arguments about `the goals' 
of the comparative type of research; a type of research that emphasises diversity, 
interpretation of cultural or historical significance, and for advancing the theory. 
 
 Their readings were mostly used here to justify the use of such a technique and 
also to emphasise its importance to this research. It was also used because they were 
among the few social scientists that covered this technique extensively in such depth. 
In support of this the definitions and traits of Comparative research expounded by 
them are detailed below: 
“Comparative research is the term which widely employed to describe studies of 
societies, countries, cultures, systems, institutions, social structures and change over 
time and space, when they are carried out with the intention of using the same 
research tools to compare systematically the manifestations of phenomena in more 
than one temporal or spatial sociocultural setting.” (Huntrais, 2009). 
 
 Similarly, Ragin (1994) claimed that “Comparative researchers examine 
patterns of similarities and differences across a number of cases. Like qualitative 
researchers, comparative researchers consider how the different parts of each case - 
those aspects that are relevant to the investigation - fit together; they try to make sense 
of each case. Thus, knowledge of cases is considered as an important goal of 
comparative research, independent of any other goal”. 
 
 The distinctiveness of the comparative approach is clearest in studies that focus 
on diversity (cited in Ragin, 1994). This was mentioned because studying the BR 
notion, this is exactly what the researcher has to deal with; diversity of opinion of the 
aspects, diversity on the implementation of those, diversity on the conceptual 
approach of the notion found in the readings examined. To explain this diversity, a 
comparative researcher would first group the cases that reflect on the same issues. 
Next, the investigator would look for patterns of similarities and differences amongst 
those cases.  Furthermore, the three goals seen in Ragin's case (1994) are: 
 Exploring diversity - the comparative approach is better suited for addressing 
patterns that separate cases into different sub-groups. The same author also 
states that this goal is important because people, social scientists included, 
sometimes have trouble seeing the trees for the forest. This is one of the 
reasons for undertaking this specific technique in BR investigation 
  The second goal of this comparative technique is to interpret the significance 
of the area studied within the field which is studied; Ragin sees comparative 
researches as an enabler “to focus explicitly on patterns of similarities and 
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differences across a range of cases”. This type of goal category makes the 
comparative strategy well suited for the research objectives and for the goal of 
interpreting significant phenomena such as BR 
 The third goal of this type of technique is for advancing theory as clearly stated 
by Ragin (1994) “Several basic features of the comparative approach make it 
a good strategy for advancing theory. These features include its use of flexible 
frames, its explicit focus on the causes of diversity, and its emphasis on the 
systematic analysis of similarities and differences in the effort to specify how 
diversity is patterned”. For this purpose, the author’s own definition is provided 
for advancing the current BR status through introducing ER as a new concept 
of BR. 
 
 Reflecting on the goals that comparative research offers to researchers and the 
initial objectives of this thesis; the exploration of diversity on a particular matter (BR) 
was extremely important. The ‘Comparative Study’ strategy enabled delivery of the 
following key objectives of the research:  
 Progress of BR so far/ applied within the British context  
 BR without ER 
 Testing the impact of TUs on the process. 
 
Furthermore, it facilitated the comparison of similarities and differences across 
two different business contexts and allowed the researcher to assess best practice 
from both contexts to inform recommendations and to address the challenges 
presenting to both contexts within the recommendations. In order to obtain the data 
for the comparative study a quantitative method was necessary however, particularly 
because of the different contexts, there was also a need for a qualitative method to 
provide a richer understanding of the challenges and opportunities presenting to 
organisations in both environments.  This will be explained in more detail later in this 
Chapter as part of the Survey Design section. 
 
 Before turning to the description of the practical steps, it is useful to conclude 
the “theoretical” justification of the methodology by acknowledging at an early stage 
some issues of validity, reliability and the limitations of this methodology that could 
have affected the quality of the findings.  Since there is no guarantee of the success 
of any of the BR ongoing projects, this may be an element discouraging people from 
even talking about it. There are also many other factors that businesses look at, such 
as new technological advancements, the more general market competition and their 
people and they hope that this group of resources will back their strategic initiatives 
and make them happen. This organisational fit between strategy and competitive 
environment creates a “cloud' of contrast, and antagonism in the market arena.  
Obviously, if a company is creating an environment where it has high expectations 
regarding its “strategic intents”, (Watson 1994) therefore it is reluctant to give away 
and share its methods with its competitors, even in a research environment with 
reassurances about ethics and care of data.  
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 Another reason is related to the status and market share of the company 
involved in such a transformation activity. If the company is a leader in its own market 
field, a BR project might be a movement of strategic intent (Watson, 1994) for further 
market share establishment. On the other hand, if it is a market follower, BR might be 
the last option for survival. The companies involved can only give the answer to 
interview questions, and the companies may not be keen to reveal this type of 
information. In order to deal with these potential barriers to sharing information, the 
research has to adhere to data protection and confidentiality aspects by ensuring it in 
the research ethics.  
 
 According to Thurmond (2001), one of the goals of researchers should be to 
design a study in methodological terms that has validity and internal reliability; which 
is integrated into a multi-perspective integral vision, and is based on a procedure that 
minimises potential bias in the research.  In the view of author, it is convenient to use 
the triangulation of methodologies in comparative studies, because the benefits of this 
technique, following Jick (1979), Flick (2007) and Bryman (1992), may reflect: an 
increase in the confidence in the research data, the creation of innovative ways of 
understanding a phenomenon, the revealing of unique results, the integration of 
theories, and the provision of greater clarity and understanding of the problem. The 
triangulation of qualitative and quantitative approaches, through the complementary 
nature of both approaches is achieved within this comparative study. However, Jick 
(1979), Flick (2007) and Bryman (1992), provided further reflections on their 
integration and identified eleven variants in the integration of qualitative and 
quantitative methods in the research of Social Science:  
 The triangulation that conducts a qualitative review of the quantitative results, 
so that the qualitative method supports quantitative research and this is the 
case for this research;  
 The same way as above but in reverse;  
 Obtaining a broader view of the investigated object;  
 The connection of structural aspects of quantitative aspects, and the approach 
of qualitative process;  
 The researcher's perspective as a driving force in quantitative terms, as well as 
qualitative research as opinion of subjects analysed;  
 The solution of the problem of generalisation;  
 Easier interpretation of qualitative results thanks to the participation of the 
quantitative results in the qualitative research; 
 Also the interpretation of the correlations of these;  
 Finally, the possible use of hybrid forms as qualitative investigations based on 






Research Design  
The research design must provide a rigorous research process for achieving the 
objectives of this study, directly related to the author’s philosophical assumption 
described above. The research design provides a logical consequence that connects 
the empirical data to initial research questions in pursuit of the ultimate conclusion 
(Yin, 2003) and suggests a “roadmap‟ that clarifies the action plan for attaining the 
research objectives described in Chapter 1. 
 
 The research design, outlined in the figure below, aimed to explore the following 
aspects of current BR practices: 
 Market position  
 Motivation 
 Progress and Development of Tools and Methodologies 
 Strategic Aspects 
 Design Dimensions 
 Implementation Challenges 
 The Role of TUs, HRM and Leadership 






Figure 10 – Research Design Flow 
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 The author of this thesis is well aware of the existence of the range of methods 
that can be found in the social research field. For example, official statistics, the use 
and design of surveys, interviewing methods and processes, the method of participant 
observation to collect data, (May, 1993). Despite the fact that these are of great use 
to the social researcher (Strauss and Corbin 1990), in order to achieve this research's 
objectives, the most suitable methodology was a combination of the techniques 
mentioned above. This combination enabled the best possible and most subjective 
mode for presenting, analysing and exploring the aspects of BR in depth, with the aim 
of advancing the understanding of the notion while redefining and providing a number 
of suggestions/guidelines that could improve the existing BR literature and practice. 
 
 Having regard to the options for research methods for this particular research 
question the design chosen was to adopt a quantitative approach based on the issue 
of a postal/ electronic survey supplemented with a follow up one to one, semi-
structured interviews to provide an opportunity to establish more qualitative responses 
to enrich the scientific data captured by the survey.  This provided an opportunity to 
undertake a comparative study of the responses from the two different contexts 
forming part of this research. Therefore, the justification for the quantitative approach 
is as follows: 
 The quantitative approach was necessary to establish the scale of BR 
deployment within organisations in both contexts.  As described in Chapter 2 
the relative age of the literature means there is no current, empirical data to 
attest to the extent and number of BR projects undertaken in recent times 
 The survey also tested if there was actually a research problem to answer, for 
example do organisations now deliver successful BR which is realising the 
benefits set out in business cases for change and therefore the issue of ER 
has either been identified and solved or has not been a barrier to success 
 In addition, the survey tested whether the researcher’s proposed framework 
had got relevance and therefore merit in pursuing ER as a credible addition to 
BR methodologies 
 The responses to the quantitative surveys informed the selection of candidates 
for the follow up semi structured interviews. 
 The justification for the follow-up qualitative approach using semi-structured 
interviews is described below: 
 Following the quantitative survey, it was possible to establish the number and 
nature of organisations to be interviewed to address the gaps in knowledge 
that cannot be addressed in a multiple-choice survey and also to ensure the 
interviews would be representative.  Such an approach enabled the researcher 
to enrich the data through semi structured interviews which catered for 
consistent questions within a framework that allowed for bespoke follow up 
questions within the interviews 
 Qualitative interviews provided an opportunity to test the proposed framework 
and to assess its potential for improving BR projects’ success rates. 
69 
 
Pilot Study  
 
The main purpose of conducting a pilot study was to test out that the questions asked 
in the survey were able to be understood by the respondents, that respondents were 
comfortable in answering the questions and moreover that these question were going 
to provide answers which would be relevant to the main research questions.  The 
challenge was translating the overall research questions into manageable sub-
questions that all target respondents could relate to and answer relatively easily.  
Equally the responses needed to be capable of analysis therefore in framing the 
question the possible responses needed to be analyse-able. 
 
 Another objective of the pilot study was to establish the response rate which 
would be an indicator of the relevance of the subject matter to business.  Whilst 
providing a useful test of how many surveys would need to be issued to generate the 
required response rate importantly it would also be a test of the usefulness and 
relevance of ER to businesses.  This was in effect the first external test of the research 
query which until this point was an assumption of the researcher who had proposed, 
based on relative literature, that BR methodology and the application of BR had not 
made significant progress and that applying a focus to ER will increase the success of 
such projects. The pilot study involved issuing the survey to a small sample of the 
target audience, 25 organisations, then analysing their responses to provide the 
following specific feedback: 
 Questions were understood 
 Response options were appropriate 
 Response rate/ non response rate 
 Research reliability, validity and whether the survey would provide responses 
that are representative of the range of businesses to be surveyed 
 Feedback on the time taken to complete the survey and suggestions for 
improvement. 
 
 Once the responses and feedback were received this informed both changes 
to the survey and the sample for the survey process forming part of the final study. 
This was the first external test of the research query that BR methodologies and the 
application of BR projects had still not made significant progress and that applying a 
focus to ER would improve the performance and increase the success of such 
projects. This section describes in more detail the process undertaken to conduct the 
pilot, analysis of the data collected, the overall response rate and an assessment of 
the validity of the research propositions as a tool to evaluate the research concept 
empirically as well as theoretically. It also assisted in identifying changes that needed 





Designing the Questionnaire 
The pilot questionnaire was designed to test out that the statements posed could be 
easily understood by the respondents, that respondents were comfortable in scoring 
the statements and moreover that these statements would provide answers which are 
relevant to the main research questions.   
 The statements from the survey needed to link the gaps in theory directly to the 
study propositions and testing that these were real gaps in BR methodologies being 
applied in practice within organisations.  Therefore, the survey was constructed around 
a series of statements which link directly to the study propositions.  The statements 
were designed to explore current practices and issues in the field of BR and 
importantly to be understandable by the target audience.   
 In order to articulate the statements a one to one discussion was undertaken 
with a practitioner in the field of BR which resulted in a series of statements to which 
the answers would be in the range of “agree to disagree” based on the Likert scale. 
All statements were grouped within each of the four Research Propositions. The 
number of statements generated was then moderated to reduce them to thirty, which 
was considered a manageable size for the survey, whilst giving balance to each of the 
four propositions.  In this way the responses could be analysed specifically against 
each of the propositions. However, for the purposes of simplifying the survey and 
ensuring objectivity of responses the four propositions were absent from the survey 
itself.   
Selecting the Target Audience (Sampling) 
In the research design described the research project formed three stages; pilot study, 
full survey followed by a number of semi-structured interviews that were decided 
following the full survey. The first stage was a preliminary survey that identified 
companies undertaking BR projects who might collaborate with this study and also 
helped to select the best cases for further investigations. The surveys were intended 
to capture generic data from across the range of consultants and practitioners who 
were likely to be involved in BR projects’ implementation in different business contexts.  
However, the interviews, which followed the survey(s), were used to extract more in 
depth data. 
 The pilot study was therefore issued to a small sample of the wider business 











Consequently, surveys were issued to 25 organisations from across those sectors 
and were chosen at random within each of the sectors by researching a publicly 
available register of Chief Executives across the UK.  The full list of organisations, 
which were invited to respond, is included at Appendix C. 
 
Securing Responses from the Organisations 
The decision was taken to address the communication and invitation to take part in 
the pilot study directly to Chief Executives of the selected organisations.  Furthermore, 
it was agreed that the most efficient and effective way to communicate was 
electronically via email, attaching the survey for completion.  In order to obtain the 
email addresses, the following website was used - www.ceoemail.com. 
 The survey was attached as a Word Table which allowed for the responses to 
be easily posted into the overarching Excel spreadsheet for analysis purposes. The 
study abstract explained the background in brief and in order to increase the chances 
of securing a response it was highlighted that the survey was being undertaken under 
the auspices of the University of Bolton.  The surveys were issued requesting 
responses within a two-week timeframe. At the close of the two-week response 
timeframe only 2 responses had been received from Capita and Serco.  Reminders 
were issued to the remaining 23 organisations requesting a response within a further 
week. 
 Subsequently, 3 other firms sent their apologies for not completing the survey 
citing reasons including that they were too busy to reply and one said that they had no 
“corporate” relationship with the University of Bolton.  Following further review, it was 
agreed that an email would be sent to the remaining 20 firms to ask them for feedback 
as to why they had not completed the survey.  This was issued however no further 
replies were received. 
 
Analysis and Outcomes 
The following aspects of the research strategy and population were investigated based 
on the data collected from this pilot study before embarking on the main research 
process. 
 Questionnaire design, response options are appropriate and whether the 
statements are understood 
 Response rate/ non response rate and representativeness of the sample 
population 
 The market of BR within the British business context (target audience) 
 Feedback on the time taken to complete the survey and suggestions for 
improvement. 
 The significance and reliability of the study proposition (internal validity). 




 Questionnaire design – there was no feedback suggesting that there were 
any issues with the statements and in both returns all questions were 
answered. However, one of the respondents answered “don’t know” to the 
following three statements: 
o Employees roles should be restructured as part of the change 
process 
o New processes require new skillsets 
o TUs should be consulted or involved in change projects 
At this stage it was not possible to conclude that the respondent did not 
understand the statements as it may be that they had no experience of a project 
where these statements applied.   
 
 Response options are appropriate –there was no feedback to suggest that 
the response options were not adequate or appropriate therefore it was safe to 
conclude that these were fit for purpose. 
 
 Response rate – the response rate was disappointing.  Despite the issue of 
reminders and a further request for the reason they did not reply only five 
responses were received in total which is a 20% response rate.  Furthermore, 
three of the five apologised for not having the time to reply more fully.  
Therefore, only two returns of the completed survey were received which is a 
response rate of almost 10%.  Whilst this was considered valid it contributed to 
a decision to vary the research approach which is explained in more detail later 
in this section. 
 
 The market of BR within the British business context – a broad range of 
businesses were surveyed however the two who completed the survey are 
similar organisations in that they are comprised of multiple businesses both 
with a focus on outsourcing and consultancies that supply professional 
resources to other organisations undertaking BR.  As for the three firms which 
apologised for not completing the survey, they stated that this was due to a 
lack of resources, expertise and competence in BR to complete the survey.  It 
would be unsafe to make any assumptions about the other companies who did 
not reply at all. 
 
 Feedback on the time taken to complete the survey and suggestions for 
improvement – no such feedback was volunteered by those who completed 
the survey however the three apologising for non-return referred to a lack of 




Notwithstanding the low return rate, it was considered of some value to analyse 
the two surveys received.  The analysis process involved two stages; the first focussed 
on the similarities and differences between the respondents to identify areas where 
there was broad consensus and areas where there was a conflict of opinion. The 
second aspect focusses on the extent to which the respondents agreed or disagreed 
with the research propositions. The chart below demonstrates the respondents’ 
position on each of the statements.  Where there is consensus the bar chart indicates 




Figure 11 – Pilot Study Comparative Analysis 
 Both respondents shared an opinion about 24 of the 27 statements however 
sometimes they differed in strength, for example, agreed and strongly agreed.  This 
equates to 89% consensus. There are three statements where one of the respondents 
replied “don’t know” therefore whilst these appear as a conflict in the chart above in 
practice it is unsafe to assume there is a difference of opinion (shown in blue above). 
Therefore, these have been excluded from the analysis of conflict. 
 In respect of a conflict of opinion, that is where one agreed and one disagreed 
with the statement there were only 3 equating to 11% conflict.  These three statements 
are: 
 
P1 – Statement 4 - Cost reduction is the main motivation for change 
  
P3 – Statement 21 - HR should be involved at Board level in any change projects 
 




 Turning to how these responses validate or otherwise the research 
perspectives the following analysis focusses on where they agreed or disagreed with 
the statements and therefore where they support or otherwise the proposition.  Each 
respondent gets one vote in this way all the statements combined have a total of 60 
votes.  The results are as follows: 
 
Proposition Agree Disagree Don’t 
Know 
P1 64% 36% 0% 
P2 79% 7% 14% 
P3 75% 19% 6% 
P4 94% 6% 0% 
 
Table 4 – Overall Pilot Study Questionnaire Results in relation to the Study 
Propositions 
 Overall the results indicate that there was 78% agreement, 17% disagreement 
and 5% unknown.  
The four statements where both respondents disagreed with the proposition 
were as follows: 
 
P1 – Statement 5 - Technology is the main driver for change 
 
P1 – Statement 7 - The business reviews its processes because of an 
opportunity offered by technology 
 
P2 – Statement 12 - New processes require new skillsets 
P3 – Statement 16 - It is preferable to recruit new employees to deliver new 
processes.  
Summary: 
The scope of the study involves the exploration of the current market in relation to BR 
in the British business context.  This pilot study involved the issue of random 25 
surveys to a broad range of companies including public, private and specific 
consultancies. 
 The only two completed responses were returned by companies that have a 
vested interest in the success of BR as they rely on it to generate profits for their own 
operations and/ or they support clients in achieving the same success within their own 
organisations.  This could lead to important evidence that others did not respond 
because they do not undertake BR within their organisations or they depend on 
experts to support them.  This would be a safe conclusion as the three companies that 
offered a view as to why they had declined to respond replied with this reason, 
expressing regret that they could not complete the survey because of issues with 
resources and competence rather than an unwillingness to take part.  
75 
 
 The analysis of the responses received clearly demonstrated that there is broad 
agreement with all of the propositions with an overall score of 78% in agreement with 
the statements tested which confirmed that it was appropriate to test out these 
propositions in more depth as part of the main fieldwork. Where there was 
disagreement with the statements these numbered only 4 which equates to 17% and 
related to the issue of technology being a main motivation for BPR and also the need 
to create new skillsets or to recruit for new processes.  There was broad consensus 
between the respondents with responses matching in 89% of the statements 
(excluding those where one of the respondents replied “don’t know”).  As for those 
statements where the response was “don’t know” these numbered 3, equating to 5% 
and were from only one of the companies.  These aspects will be addressed in more 
depth as part of the next stage specifically in the interviews that will follow the main 
survey process. 
 The poor response rate in respect of the surveys issued as part of the Pilot 
Study and also the nature of the companies that did reply led to the decision to revisit 
the original plan. The decision was made that instead of issuing the survey to a larger, 
random sample of organisations it was decided to focus on the two respondents to the 
pilot study who had in common the delivery of BR services for third party organisations 
who were looking to deliver improved efficiency or reduced costs and who relied on 
experts within consultancies to help them to deliver these BR objectives.   
 In order to secure their commitment to this more in-depth approach, which 
would be time consuming for the businesses, the University wrote formally to the Chief 
Executives of both Capita and Serco outlining the full Fieldwork requirements including 
the impact of surveys and interviews (which would follow) and to request access to 
their Transformation teams.   
 Unfortunately, at this point Serco regretfully withdrew from any further 
involvement and support for the Fieldwork.  The reason given was that the company 
did not have the capacity to support such extensive engagement.  Yet, fortunately 
Capita as a company has both a sizeable Transformation practice which provides BR 
consultancy to clients to support them with their BR requirements and internal teams 
which focus on applying transformation to their own business operations. 
 Consequently, the decision was made to focus on a comparative case study 
within Capita comparing approaches, responses and opinions in relation to the study 
concepts across both their external consultancy and their internal transformation 
teams.  This was facilitated by their willingness to support the research and also 
because of their interest in how to improve the effectiveness of BR projects. In fact, 
they have been generous with their time in providing access to the range of consultants 
and practitioners who work day to day in the field of BR from the Group Directors down 
to analysts at the coal face of redesign.   
 In conclusion, the Pilot Study fulfilled its objectives in that it highlighted that the 
random selection of organisations was not successful and led to the key decision to 
adjust the strategy for the main Study as described above to focus on a comparative 
case study comparing how BR is applied externally and internally.  This is described 
in more detail in the next section. 
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Comparative Case Study within Capita plc 
A Case Study can be defined as “a detailed investigation, often with data collected 
over a period of time, of one or more organisations, or groups within organisation with 
a view to providing an analysis of the context and processes involved in the 
phenomenon under study”, Cassell and Symon, (2004). Maanen, J, (2000), argued 
that “case study research is becoming increasingly accepted as a scientific tool in 
management research specifically if you want an in-depth understanding of the 
mechanism of change”.  Similarly, Saunders et al, (2007), argued that “the case study 
strategy would be of particular interest if you wish to gain a rich understanding of the 
context of the research and processes being enacted.” 
 Therefore, the use of a case study in Capita as an experimental case study 
supported the research to examine the challenges and opportunities of implementing 
a successful BR project.  However, this particular method enabled the researcher to 
draw in-depth practical conclusions. A number of authors criticised case study 
strategy, for instance, Saunders et al., (1997), point out that researchers “may be 
suspicious of conducting case study research because of its ‘unscientific feel’, but at 
the same authors counter that argument by stating that a case study can be a very 
worthwhile way of exploring existing theory and practice”. As mentioned previously the 
objectives of this research require the development of an understanding and 
appreciation of individuals’ experience and organisations’ behaviours in BR.  For the 
purpose of this research’s data collection the writer depended mainly on primary data 
in order to explore current practices and to investigate current gaps identified earlier 
in the Literature Review.  The analysis of existing practice was one of the objectives 
of this case study; that is to investigate the similarities and differences between the 
theories discussed during the Literature Review and the theory generated from 
empirical practice in a mainly inductive manner. 
 The decision of selecting a “two-case” research was inspired by the works of 
Yin (2003). He provided two arguments in justifying his views. First, even with two 
cases, there is a possibility of literal replication, i.e. predicting similar results. Analytic 
conclusions independently arising from two cases, as with two experiments, will be 
more powerful than those coming from a single case (or single experiment) alone.  
Second, the contexts of the two cases are likely to differ to some extent. If under these 
varied circumstances the researcher can still reach common conclusions from both 
cases, he will have immeasurably expanded the external ability to generalise the 
findings, again compared to those from a single case alone.   
 Yin also presented a situation where the researcher may have deliberately 
selected two cases because they offered contrasting situations, and he was not 
seeking a literal replication. In this design, if the subsequent findings support the 
hypothesised contrast, the results represent a strong start towards theoretical 
replication, i.e. predicting contrasting results for predictable reasons; again vastly 
strengthening the external validity of findings compared to those from a single case 
alone. The findings that would result from the two contrasting situations pave the way 
for either an increased support for the propositions or for a reassessment of these 
propositions, for questioning or even rejection.   
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 The debate around the ideal number of cases is whether multiple or single case 
studies should be used. Each research design has distinct advantages and 
disadvantages. The rationale for using either of these two designs is different. 
According to Yin, multiple-case studies typically provide more compelling evidence 
and therefore a stronger base for theory building. Eisenhardt (2007) particularly made 
the case that multiple cases enable comparisons that clarify whether an emergent 
finding associates specifically with a single case or consistently replicated to other 
cases. Therefore, multiple cases create a more robust theory because the propositions 
are more deeply grounded in varied empirical evidence.  The issue about the ideal 
number of cases is also interesting and creates no major tensions in approaches 
among researchers. In particular, Eisenhardt (2007) suggested that 4 to 10 cases 
“usually works well”. Yin (2003) also suggested that the ability to conduct 6 to 10 cases 
would have provided compelling support for the initial set of propositions.   
 The multiple-case design is one that follows a “replication” logic which should 
not be assimilated to the “sampling” logic mainly followed in experimental research. 
The logic underlying the use of multiple case studies suggests that each case must be 
carefully selected so that it either predicts similar results (a literal replication) or 
predicts contrasting results but for predictable reasons (a theoretical replication). In 
that regard, Yin suggested that an ideal design would have 2 to 3 cases being literal 
replications and 4 to 6 designed to pursue two different patterns of theoretical 
replications.  Therefore, from a research perspective, the decision around forming a 
robust and comparative case study, involving two “cases”, external and internal, within 
a single company, was enabled by the sheer scale and diversity of the subject, Capita 
plc.   
 According to the company website, www.capita.com, in 2016 the company 
employed around 73,000 employees.  With a turnover of £4.898m turnover and a pre-
tax profit of £475.3m it continues to be a significant operator in the business and 
outsourcing sector despite the fact it dropped out of the FTSE 100 last year which had 
an impact on its shareholders.  It has an impressive pedigree, as the leading provider 
of business process management and integrated professional support service 
solutions, it is recognised in the number one position by Ovum, with a 37% share of 
the local government market and is ranked as the UK’s leading Software and IT 
solutions (SITS) provider by revenue. Forbes also ranked Capita as one of the world’s 
most innovative businesses during 2016. 
  The Company works across both public and private sectors, including local 
government, central government, education, transport, health, life and pensions, 
insurance, and other private sector organisations, in a “delivery” role as an outsourcer 
of scale within the UK and in other countries including India, South Africa, the Middle 
East and Northern Europe. It is recognised as the UK’s leading provider of business 
process and support services.  In addition, a main service offered by the company is 
in the field of BT and its consultancy arm works alongside its clients to help them to 
perform more effectively and efficiently. 
 As a company they are able to offer prospective clients a full range of services 
to help improve the profitability or efficiency (reduced cost) of operations including 
78 
 
specific services such as technology solutions (design, implementation and day to day 
running of IT services); customer experience solutions (insight and analytics, journey 
mapping and process improvement) and business process management (delivery of 
day to day operations at lower cost and improved quality).  They can offer this range 
of service without recourse to a third party ensuring that their clients have a single 
supplier limiting risk and simplifying contractual procurement and relationships. 
 Historically, according to the Capita website their story started from a modest 
base of just 2 individuals within the auspices of the Chartered Institute of Public 
Finance and Accountancy.  Growing to 33 employees in 1987 the business began to 
grow and in 1991 it was listed on the London Stock Exchange as a public company 
with a staff base of 320 and a turnover then of £25m.   
 At that time in local government outsourcing was rare but the founding member, 
Rod Aldridge became their Chief Executive and ran the company for over 22 years 
from its inception up to 2006 (Wikipedia).   The concept of outsourcing for local 
government was introduced in the 1980s by the Local Government Planning and Land 
Act 1980 largely for manual and direct labour services however in the early 1990s this 
was broadened to include professional services and Capita were well placed to 
support public sector organisations in meeting their obligations to market test services 
and also to be a provider of outsourced professional services. 
 By the year 2000, the company had grown in size to 8,500 people with a 
turnover of £450m and were delivering a number of services for central and local 
government.  Through a series of acquisitions, the company increased its market-
share and diversified into the Insurance and therefore the private sector market. 
 Today they list the following as the sectors that they are supporting either 
through direct service provision, provision of support services and/or working 
alongside organisations to support them in improving or transforming their services: 
 Private sector – includes banking and financial services; Insurance; Life and 
Pensions; Retail; Telecoms and media; Transport and Utilities 
 Public sector – includes Central Government; Defence; Education; 
Emergency Services; Local Government; Police and Justice and Science 
 As a strategy for its business Capita had increased its market share and 
capabilities via acquisitions however notably in 2016 the website does not report on 
any acquisitions and it appears to be focussing on more organic growth through 
existing clients and contracts.  
 Capita’s commitment to improving the success of redesign programmes is 
manifest on its own transformation website which attests to the challenges facing 
organisations in trying to deliver outcomes from transformation and redesign 
programmes and projects with Capita’s own industry research proclaiming that over 
50% of programmes do not deliver the expected benefits and outcomes.  It proposes 





Figure 12 – Reasons BR projects fail - source: 
www.capitatransformation.co.uk 
  
 John Tibble, a Director in Capita’s Transformation service, recently published 
an article which referenced J P Kotter’s Harvard Business Review article from 1995, 
Why Transformation Efforts fail, stated, “Kotter argued – and over 5,000 scholarly 
articles have since cited him – that not addressing a series of people-centric factors 
will probably result in failure. The consequences for programme sponsors, senior 
responsible officers (SROs) and accountable programme managers can be career-
limiting.”  Specifically, Tibble highlights the need for proactive and effective 
engagement with the workforce and that relying on the communications to deliver the 
desired outcomes will fail.       
(http://www.capita.com/create-tomorrow/approach-delivery/2017/five-change-
mistakes-a-good-programme-manager-won-t-make/) 
 The Head of Transformation, interviewed as part of the fieldwork, referenced a 
Transformation methodology branded as CHAMPS2.  This methodology was initially 
developed to meet the ‘modernising government’ agenda and was developed as part 
of the partnership Capita created with Birmingham City Council in 2006.  
 In 2006, a joint venture was created between Birmingham City Council and 
Capita. This concept of this strategic partnership was to develop new and more 
innovative ways of working as well as creating additional capacity for the Council to 
support it during its transformation journey. The goal was to create a consistent 
methodology to undertaking transformation activities across the Council given its scale 
and the need for a common approach 
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 The common approach, provided the transformation programme’s project 
teams with a single methodology comprising of tools and templates, complemented 
by a quality management framework. This methodology became known as CHAMPS2.  
  
 Since 2006, according to the CHAMPS2 website (www, Champs2.info) has 
undergone continuous development by BT practitioners.  Most recently updated in 
2010, it is made freely available for both the private and public sectors. This method 
is accredited by APMG International. The Methodology itself articulates relevant 
activities which can be adapted to suit the degree of redesign, transformation and/or 
the scale of the change.  The model below in Figure 13 is split into eight phases.  
 The first phases take the organisation through the development of its business 
case, from strategic, outline and finally to delivery of the full business case. This 
provides an organisation with a comprehensive business case, supported by defined 
outcomes, including specification of the anticipated costs and benefits of the new 
design.  In the middle phases of the CHAMPS2 programme, the solution is designed, 
developed, tested and improved before it is fully implemented. Throughout these 
phases, the outcomes and benefits models are revisited and refined and responsibility 
of the delivery of benefits is assigned to ensure specific individuals are accountable 
for delivering these benefits. The last two phases of CHAMPS2, arguably the most 
crucial ones, focus heavily on realising these benefits. Monitoring of the outcomes and 
crucially raising awareness of any deviation from the planned benefits profile,  ensure 
the organisation can be proactive in reviewing and reallocating resources or skills as 






 Transformation Initiation - Leaders of the organisation determine the 
strategic need for change and formulate the strategic outcomes which 
are documented within the strategic business case 
 
 Visioning - The potential operation of the business in the future is 
explored.  It will be described in the vision and future operating model.  
An outline business case is produced at the end of this phase 
 
 Shaping and Planning - Whilst previous phases identified the 
objectives of change this phase defines the programme that will achieve 
them. A full business case is produced at the end of this phase based 
on measurable benefits 
 
 Design - This phase develops the detailed design of the solution that 
will be documented in the design blueprint.  The full business case is 
revised now that more is known about the solution 
 
 Service Creation and Realisation - During this phase the detailed 
design is converted into tangible products such as job descriptions, 
procedures or IT applications and the whole solution is thoroughly 
tested 
 
 Proving and Transition - This phase contains acceptance testing by 
the business, followed by transitional activities to prepare the business 
for going live, such as training or setting up infrastructure.  At the end of 
this phase the solution goes live 
 
 Stabilisation - Phase 7 seeks to stabilise the solution, optimise all 
elements of its performance and ensure the new ways of working are 
fully adopted by the business.  Early benefits may be realised within this 
phase 
 
 Benefits Realisation - This is the final phase which ensures that the 
Benefits are actually achieved and are sustainable.  Any improvements 

























As described in the previous section, using Capita for the case study offered an 
opportunity for the researcher to maintain the original approach of producing a 
comparative study because the scale of the organisation meant that it would be 
possible to compare and contrast opinions and practices between the traditional 
consultancy approach referred to as “external” consultancy and the use of in house 
transformation teams referred to as “internal”.  
  This would provide sources within Capita which provide the expertise as an 
external organisation to help clients to transform themselves and also internal teams 
that exist to transform their own operations and profitability.  In both aspects the 
research participants are all practitioners in the field – that is not academics but 
working day to day with many years’ experience of redesign project and programme 
delivery. 
 The nature of the comparison specifically is to investigate External and Internal 
approaches. The External aspect is represented by Capita Transformation which is 
the consultancy arm of Capita Group and which is procured by organisations to help 
them to deliver transformation and as such they are external consultants.   
 The Internal aspect is represented by two business units which are delivering 
contracts and which have their own internal teams to deliver transformation and 
redesign projects. The two internal business units chosen for the study are Capita 
Local Government, Health and Property (CLGHP) and the Transport for London (TfL) 
Congestion Charging operation.  As part of the “workshop” or unstructured interview 
the Solution Delivery Director for Transition described in more detail the process by 
which Capita transforms its own contracts internally and which is described as follows: 
 Clients go to market to tender their services providing a specification and 
aspiring to reduce the cost of these services through outsourcing 
 Capita will bid for these services and in doing so will commit to reducing the 
cost of service delivery over the lifetime of the contract. In order to do this and 
still meet the Client’s requirements, including their expectations around 
performance, as outlined in the specification Capita will have a plan for 
transforming the services once they transfer to Capita.  The transformation has 
to be specified pre-bid so that Capita can include the costs and benefits of 
transformation in its price to recover investment in technology, people and 
process redesign 
 If Capita is successful in its bid, which is often evaluated on a combination of 
price and quality, then it will be appointed as “preferred bidder”.  At this stage 
Capita will undertake due diligence to ensure that all assumptions and data 
gaps are closed down, the full extent of the operation transferring is understood 
and finally that the final price and contract are amended as required.  At the 
same time consultation will commence with staff who might transfer to Capita 
as part of the contract 
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 On contract signature the staff currently working within the client’s organisation 
will transfer to Capita in accordance with TUPE (Transfer of Undertaking 
Protection of Employment) regulations 
 Typically, Capita will then commence consultation around redundancy if this is 
appropriate, such as where the operation is changing location, and at the same 
time it will start its transformation programme 
 Internal teams typically deliver these transformation programmes with support 
from wider Capita as appropriate (such as IT and sometimes Capita 
Transformation consultancy) and in this way the transformation is internal as it 
is in effect Capita transforming its own (albeit new) operations. 
 In sampling, units are the things that make up the population. Units can be 
people, cases (e.g., organisations, institutions, countries, etc.), pieces of data, and so 
forth. When using total population sampling, it is most likely that these units will be 
people. Sampling, in case study research, usually relies on small numbers with the 
aim of studying in-depth and detail.  Gill and Johnson (1997) advocated the value of 
working with small samples.  Seeking a richness of data about a particular 
phenomenon the study sample is derived purposively rather than randomly.  
  In this study, the decision was to use total population sampling which is a type 
of purposive sampling technique where you choose to examine the entire population 
within the case study audience, which included both internal and external 
transformation teams within the chosen company Capita (i.e., the total population) and 
which had a particular set of characteristics. The reason for choosing total population 
sampling approach in this case was because firstly the population size of the three 
teams within Capita is relatively small with 76 consultants in total.  In total population 
sampling, researchers choose to study the entire population because the size of the 
population, that has the particular set of characteristics that we are interested in, is 
typically very small.  Therefore, if you fail to include a small number of units (i.e. 
people) in your research, a significant piece of the puzzle that you are trying to 
understand may be missing. 
 Secondly the population shares an uncommon characteristic in this example 
which is the fact that the people (i.e., units) of interest are all involved in delivering 
transformation projects day to day in a practical context whether internally or 
externally. Since the total number of practitioners is very small, it made sense to survey 
all of them and then to follow up with a number of qualitative semi-structured 
interviews. Due to the very small sample sizes and the uncommon characteristics of 
populations that make up a total population sample, researchers generally look at 
these samples in-depth using qualitative research methods. 
 Having defined the population characteristics and gained agreement to access 
from the executive decision-maker within Capita the next step was to assemble the 
contact details of the total population for the survey, specifically the participants in the 





EXTERNAL - Capita Transformation  
As described Capita Transformation is Capita’s consultancy arm which supports 
external and internal clients in redesigning and/or transforming its operations and 
organisations.  From the website (www.capita.com) they emphasise that their Unique 
Selling Point (USP) is the fact that Capita are “doers” not just thinkers bridging the gap 
between strategies and delivering real results. Its services include the provision of  
 Solutions - providing capability to analyse and design the best TOM to meet 
an organisation’s requirements 
 Programme delivery and control - ensuring that solutions are delivered on 
time, to budget and as promised which includes change management to ensure 
that both organisations and their staff are ready and supported through the 
change 
 Digital and Technology - capability to support system design and 
implementation; which has considered the customer experience and includes 
successful handover of any new technology to the “business as usual” team 
 Transforming Health Systems – a specialist service focussing specifically on 
the delivery of solutions to health and social care organisations.   
 Forming part of the Capita Group Business Development division the business 
had, at the time of the research project, around 55 consultants organised within 
practices that are outlined above.  Winners alongside Southampton City Council of the 
Management Consultancy Association (MCA) Digital & Technology Project of the Year 
Award in 2017, they are a founding member of the MCA Consultancy Framework for 
Excellence which includes ethical practices and professional development as two of 
its three pillars with the third covering Client service and value. 
 
INTERNAL - Capital Local Government, Health and Property (CLGHP) 
CLGHP is a business division within Capita delivering services to local government 
and health sectors, including Finance, HR, Payroll, Regulatory, IT, Administration, 
Revenues, Benefits, Property and Customer Services.  The Local Government 
business has over 8,000 staff providing a full range of back office, middle office and 
customer facing services. We cover all local government operations – from customer 
management, HR and property development to back office processing, administration 
and IT. Over 70% of the workforce joined CLGHP as a result of services acquisition 
through the TUPE process.  The local government business encompasses major 
strategic partnerships in Birmingham, Barnet, Sheffield and Southampton and delivers 
services to 18 local authorities in total with a contract revenue total of £121m per 
annum. The range of local authorities for which services are provided is extensive 
including district, County, London Boroughs and other unitary authorities.   
  Access was given to the Customer Services and Transformation team which 
whilst having an operations arm delivering customer services to local authorities (and 
the Houses of Parliament) it also has a Transformation and Business Change Function 
which focusses on winning new contracts, transitioning these into Capita and 
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transforming them in order to deliver the contract commitments which usually involves 
reduction in cost and improvements to the customer experience.  The same team also 
support internal transformation projects and CI for established operations and 
contracts. 
 
INTERNAL - TfL Congestion Charging 
The operation delivering the Congestion Charging service for TfL sits within the 
Strategic Services division which in turns sits within the Public Services Partnership 
tower alongside CLGHP.  Capita originally implemented and launched the Congestion 
Charging service back in February 2003 running the contract for 6 years before losing 
the re-bid in 2009.  However, Capita were successful in re-securing a five-year 
contract when it was tendered in 2014 and took over responsibility for running the 
service from November 2015.  The contract requires Capita to operate the congestion 
charging, low emission zone and traffic supports the operation with a number of 
business analysts and process and procedures officers sitting within the Change and 





The main purpose of conducting a survey was to make sure that the chosen 
methodology would be a practical tool to achieve the objectives and also to explore 
“best practices” to successfully implement BR projects. Another objective of the survey 
was to statistically validate the study propositions. Finally, the survey would support 
the random selection of candidates to be involved in further investigations through the 
interview process.  
 The survey designed consisted of 30 statements. These statements aimed to 
investigate best practice associated with designing TOMs, implementation, post-
implementation, delivery and benefits realisation and finally the extent to which the 
study concept of ER is included within methodologies and implementation. The survey 
had to meet the following design principles which were tested through the pilot study 
described earlier in this Chapter: 
 Respondents need to be given an explanation about the research and its value 
to business  
 The survey must be easy to understand and does not take too long to complete 
 The “big” research question were, as part of the Research Proposition, broken 
down into 8 sub-questions and in securing responses this structure was to be 
replicated in the survey so that the results could be linked back to the relevant 
sub-questions shown below: 
 
o What factors influence the delivery of successful BR? 
o How can leadership and HRM contribute to the successful 
implementation of BR projects?  
o To what extent TUs impact BR projects? 
o How can organisations deliver and realise the benefits of BR? 
o How do organisations measure success in delivering BR outcomes? 
o How can organisations invest in its Human Resource? 
o How could ER support organisation redesign? 
o How can ER improve HRM functions within an organisation? 
  
 In order to offer a limited number of multiple choice responses these questions 
were further sub-divided and therefore as part of the detailed design a matrix was 
constructed that linked each survey question to a sub-question 
 This matrix supported the analysis process of the data collected and enabled 
the relevance of the answers to each question 
 Text responses were avoided to enable impartial analysis of multiple choice 
responses supporting the deductive method 
 Questions which could not be satisfactorily addressed through a multiple choice 
survey formed part of the structured interviews within the qualitative element of 
the research 
 A pilot study was undertaken, described in more detail within this Chapter, to 
test out the structure and design before issue to the total audience. 
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 The structure of the survey had to achieve its objectives in terms of testing the 
Study Propositions.  A positive Likert scale was the ideal design to capture perceptions 
of “best practice” in the design, implementation and post-implementation of BR 
projects and also to test the relevance of the study’s new concept of ER.  The first part 
of the survey involved 8 questions that were designed to test the appropriateness of 
the approach to TOM design and what should be involved in this stage of a BR project.  
The second stage was concerned with the implementation phase and involved 6 
questions that focussed on the conditions required for successful implementation 
proposing that employee roles, not just processes, should be re-engineered if they 
were to operate within the new TOM.  Also this stage tested, through a further 8 
questions, the role of Leadership and HRM during the whole lifecycle of project.  
Finally, the last element to be tested was the study approach of ER and how it could 
be used to improve the overall outcomes of the project from design, through 
implementation and ultimately to post implementation.  The survey used is attached 





The main objective of conducting the interviews was to explore issues, challenges and 
opportunities associated with BR projects and also to investigate significant points of 
differences and similarities highlighted in the survey outcomes. In particular, 
comparing between best practices explored earlier through the survey and the actual 
existing practices highlighted within the interviews enables a gap analysis between As 
Is and how BR projects should be undertaken.  
 The procedure of collecting data through interviews is known to have two major 
qualities: it is a targeted and insightful method. Targeted, as it focuses directly on the 
qualitative topic and insightful as it provides perceived causal inferences. However, 
the interviews should always be considered as verbal reports only. As such, they are 
subject to the common problems of bias, poor recall, poor or inaccurate articulation 
and finally the problem of reflexivity as the interviewee may give what the interviewer 
wants to hear. 
 Interview is chosen as the primary data collection method, as it is a highly 
efficient way to gather rich, empirical data, and insights from the interested 
phenomena being studied (Easterby-Smith et al., 2002; Voss et al., 2002). As the 
objective of this research is to understand the existing phenomenon of BR adoption, 
interview data is an essential source of information which provides in-depth evidence 
to be gathered from key informants. Through the use of semi-structured interviews 
with an open-ended questions format, interviewees can reflect on their experiences 
and develop opinions freely, pertaining to each question. Furthermore, this approach 
also assists the researcher to manage the sequence of interview effectively, using the 
pre-defined list of questions, often referred to as the interview guide (Bryman and Bell, 
2007). Given the aim of building the theory, a semi-structured interview allows the 
author flexibility to pursue a particular interest and emerging ideas during the 
interviews, whilst maintaining the focus of this study. Nevertheless, Yin (2003) argued 
that interview bias can occur during data collection. In order to mitigate bias, 
Eisenhardt and Graebner (2007) suggested using numerous and highly 
knowledgeable informants who view the focal phenomena from diverse perspectives. 
Accordingly, employees from different organisational levels were to be selected as the 
informants of the interviews. 
 Whilst the nature of the interviews is to enable more personalised, flexible and 
in-depth questions a number of design principles apply to these too: 
 Sample size needed to be established based on the responses to the survey 
and data saturation needs 
 The interviews followed a semi-structured approach which provided a 
consistent framework but flexibility to deep-dive based on specific responses 
 Questions needed to be open-ended to encourage respondents to provide 
detailed responses which will in turn enrich the numerical, quantitative data 
from the surveys 
 Long questions or those that are made up of two or more questions were 
avoided in order to obtain separate responses to each aspect 
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 The approach to questioning reduced the scope for bias during the interview 
and increased the reliability of the information obtained as the questions were 
clearly and unambiguously phrased to ensure the interviewee understood them 
 Interviews were scheduled with nominated individuals, representative of all 
relevant managerial levels, who were assigned by the business and who 
understood the value and were willing to take part 
 Interviews were scheduled to last on average between 45 minutes to one hour 
 Interviews were recorded and transcribed (participants were advised of this 
process in advance) 
 Anonymity was guaranteed within an organisation. 
 
 An interview guide of issues to explore was developed based on Symon and 
Cassel’s (2004) suggestion for sources of guidance: the research literature and the 
researcher’s own knowledge of the area.  The influence of the researcher on the 
interview process must also be considered in terms of the interpersonal process in 
that there can be “no such thing as a ‘relationship-free interview’”, Symon and Cassell, 
(2004). 
 For the sake of both demographic data and data enrichment consideration was 
given to the start and ending of the interviews. Participants were asked to begin by 
talking about their experience of BT both their current role within the organisation and 
their previous experience.  At the end of each interview participants were asked if there 
was anything else they wished to add as a means of ensuring they felt satisfied that 
they been given the opportunity to fully explain or express their thoughts.  Finally, each 
interviewee was offered a copy of their individual interview transcript for the sake of 
transparency and adherence to research ethics. 
 Setting up the interview guide is one of the most critical parts of the data 
collecting task. In fact, this guide had to reflect the propositions and the data gaps 
which needed to be explored.  See Appendix D for the interview guide.  Effort was 
needed in constructing relevant questions capable of being understood and answered 
and which would lead to the ability to assess each proposition and cover the known 
data gaps. In order to build the results on a scientific basis, most of the questions and 
the related explanatory variables were to be derived from the findings drawn in the 
literature review and from the survey results. Another potential difficulty associated 
with this phase, was that a single interview guide does not fit all interviewees. 
However, to support the aim of maximising the opportunity to collect relevant data, the 
main interview guide was modified according to each respondent’s position and 
responsibilities and also according to the nature of the data that was required from 
interviewees. It is also important to note that, frequently, during the course of an 
interview, the discussion would encompass issues that were not initially planned for in 
the interview guide but that would add a positive value.  
  The following presentation states the explanatory elements used to assess 
each proposition in the same order as the one presented in the Literature Review. The 
first set of propositions is related to BR methodologies development and assessment 
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of progress in terms of its practical implications, specifically the impact it could have 
on the company’s performance and on its capacity to adopt change. The first set of 
questions aimed to assess experience and knowledge of BT for each interviewee. In 
that regard, it was useful to explore the context of the British BT market, levels of 
competition and levels of innovation and for that purpose, it was essential to identify 
the main drivers and motivation behind BR adoption. It was essential to capture the 
opinions of the respondents concerning the determinants of such an adoption. 
Interviewees were asked to assess the level of involvement and contribution of TU, 
HRM and Leadership and to provide a score out of ten for each component.  Finally, 
it was necessary to highlight any correlation between the role of the TU, HRM, 
Leadership and effective implementation of BR projects.  
 The second set of questions aimed to identify the specific role played by all 
three business stakeholders throughout BR projects and specifically at each individual 
stage (Planning, Design, Implementation and Post Implementation).  It was important 
to understand the nature of the role of the HR function for example its profile (low key), 
advisory, regulator, interventionist or strategic. The discussion also focussed on the 
nature of the relationships that were prevailing with line managers, TU representatives, 
project sponsors and business leaders at each stage.  
 The third set of questions related to the analysis of Workforce Engagement 
during the introduction and implementation of BR projects. As mentioned in the 
Literature Review, this engagement is an essential requirement for project success in 
particular during hand over, transition and post implementation.  In fact, the workforce 
is required to adopt or to change according to the new design, in order to deliver new 
targets or objectives. Therefore, it was essential to assess the impact of such projects 
on the workforce and how to deal with issues associated with the workforce such as 
cuts: redundancy, knowledge and skills loss and roles restructuring.  The focus was 
mainly on the workforce aspects and resulted in the formulation of a proposition 
stipulating that for a successful implementation of BR projects, Leadership and HRM 
should work in close partnership with the project team. During the interviews it 
transpired that the most interesting relationship was that prevailing between HRM and 
the project outcomes, therefore, greater effort was put in to the analysis of this 
relationship and data was collected from both methods to compare and contrast 
respondents’ explicit points of view from the interviews with data collected from the 
survey. The final aim should not be forgotten, that is to link Employees Roles’ 
Restructuring to better implementation of change. 
 The last set of questions aimed to evaluate the differences and similarities 
between external (consultancies) and internal delivery. In that regard, it was useful to 
explore the Success and Failure factors, such as the role of IT and the impact of the 
nature of an organisation on its success, such as within bureaucratic organisations. It 
was interesting to capture opinions of the respondents concerning the key enablers of 
BR projects’ success. Finally, the last step was to explore potential opportunities in the 





Sampling, Population and Responsiveness 
There are a number of advantages and disadvantages to using total population 
sampling. Since total population sampling involves all members within the population 
of interest, it is possible to get deep insights into the phenomenon you are interested 
in. With such wide coverage of the population of interest, there is also a reduced risk 
of missing potential insights from members that are not included. Whilst total 
population sampling is a purposive sampling technique (i.e., a type of non-probability 
sampling), which means that it is not possible to make statistical generalisations about 
the sample being studied, the use of total population sampling does make it possible 
to make analytical generalisations about the population being studied. A purposeful 
sample of total population was identified of 53 consultants and practitioners were 
surveyed and responses received from 22 resulting in a 42% return rate.   
 As with probability sampling techniques that require the researcher to get a list 
of the population (i.e., the sampling frame) from which a sample is selected, total 
population sampling also requires the researcher to get such a list. However, as can 
be learnt from probability sampling, being able to get hold of such a population list can 
be very time consuming and challenging. Often a list does not exist. It may also be 
difficult to build a list if the population is geographically dispersed or requires the 
permission of a gatekeeper not only to get the list, but also to contact members on the 
list.  If the list of the population is incomplete or a large (or even small) proportion of 
members choose not to take part in the research, the ability of the total population 
sample to allow the researcher to make analytical generalisations can be severely 
compromised. 
 A random sample was identified of 15 participants. Access was given to internal 
and external teams involved day to day in the delivery of transformation.  The 15 
participants interviewed were volunteers based on a request at the time of the survey 
and were involved in the delivery of BR projects both acting as external consultants 
(6) and internal teams (9).  A major consideration here was as Symon and Cassell 
(1998) have stressed, the resource limits in terms of time needed to both conduct and 
then transcribe the interviews.  In describing the sample size for this research it must 
be stated that sampling was driven by the desire to learn about and to explore in depth 
the experience of the individuals. 
 Within each of three teams a lead contact was identified who subsequently 
emailed their own teams providing information about the study which had been 
prepared by the Researcher and attached the survey for completion.  At the same 
time, they were asked to indicate if they were willing to be involved further by taking 
part in the interview process. In this way the lead contact within each of the three 
teams acted as the gatekeeper to ensure that the Researcher had access to the 
contact details for all the population within the firm.  Furthermore, the email was copied 
to the Researcher so that the date of issue and email details for respondents could be 





EXTERNAL – Transformation Practice 
All 53 consultants were surveyed and responses received from 22 resulting in a 42% 
return rate.  Six external practitioners agreed to an interview which reflects an 11% 
interview rate.  Interviewees included the Group Director, a Practice Director, two 
Senior Consultants and a Managing Consultant. 
  
INTERNAL – CLGHP and TfL Congestion Charging 
In CLGHP the survey was issued to 18 officers ranging from the Head of the service, 
Head of operations to frontline business analysts.  Of these 18 surveys 17 were 
returned resulting in a 95% return rate. Furthermore, the service was extremely 
generous in allowing access to conduct interviews with 9 members of the 
Transformation and Solution Delivery Team equating to an interview rate of 47%.  
Interviewees included Head of Customer Services and Transformation, Head of 
Customer Services, Solution Delivery Director, Technical Solutions Architect, 
Transition and Transformation Managers, Project Manager and Digital Business 
Analysts. In addition, approval was given to survey 5 officers from within the TfL 
Congestion Charging operation which included the Managing Director, the Head of 
Operations, the Transition Manager, the IT Director and a further Senior Manager with 
responsibility for a specific function within the team.  Responses were received from 
all five resulting in a 100% return rate for the surveys however due to the impact of 
key milestones in the delivery of the contract they were unable to allow access to these 
personnel for an interview.  
 
 Table 5 below explains the details of the study sample size and response rate. 
In total 76 surveys were issued of which 44 were returned equating to a 58% return 
rate and further 15 respondents were interviewed equating to a 20% interview rate. 
 
 
Participants Surveys Interviews 
Issued Returned Rate Completed Rate 
Internal 23 22 96% 9 39% 
External 53 22 42% 6 11% 
Totals  76 44 58% 15 20% 
 





A) Survey Results  
Any differences in responses between the two sub-groups of more than 5% is 
investigated in more depth. 
Proposition 1 
Statement 1: 
BR is more likely to succeed if technology, processes and employees are involved 
throughout. 
  
Difference  4.5% - no significant variance 
Statement 2: 
Employees should be involved in testing the new processes and systems. 
 
Difference 4.5% - no significant variance 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 95.5% 4.5% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 95.5% 4.5% 0.0%
















Employees should be represented on any Programme or Project Boards (as users). 
 
Difference 9.1% (agreement) – significant variance 
On the subject of whether employees should be represented at Programme or Board 
level however there was a degree of uncertainty as to whether this should be the case 
with 14% of the internal team responding to this statement with “don’t know” versus 
5% of the external team.  13.6% disagreed with this statement equally across the two 
teams and overall 77% agreeing.  Therefore, whilst the majority thought employees 
should be represented at board level there is a degree of doubt or uncertainty as to 
whether this is really a necessity. 
Statement 4: 
Cost reduction is the main motivation for change. 
 





INTERNAL 72.7% 13.6% 14.3%
EXTERNAL 81.8% 13.6% 4.5%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 50.0% 50.0% 0.0%
EXTERNAL 27.3% 68.2% 4.5%















As for whether cost reduction was the main motivation for change there was little 
support for this statement with only 39% agreeing with this proposition.  The internal 
team were evenly split 50:50 in opinion with only 27% of the external team admitting 
that cost reduction was driving change.  This needs to be tested further through the 




Technology is the main driver for change. 
 
 
Difference 36.4% - significant variance 
 
In terms of the latter the overall result disguises a significant difference of opinion 
between the internal and external teams.  96% of the external team disagreed that 
technology was the main driver for change compared to 59% of the internal team.  This 
statement marked the greatest differential in opinion across the whole survey and 
therefore was identified as a topic for more in depth discussion and probing as part of 
the interview stage of the fieldwork. 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 40.9% 59.1% 0.0%
EXTERNAL 4.5% 95.5% 0.0%
















Employees should be involved in the redesign of processes from the outset.
 
Difference 4.6% - no significant variance 
 
Statement 7: 
The business reviews its processes because of an opportunity offered by technology. 
 
Difference 18.2% - significant variance 
In terms of the drivers for BR and change there was stronger opposition to the concept 
that IT or technology is the main driver of change.  Two statements tested out opinion 
and the difference in language between the two points to a potentially key point – that 
technology provides an opportunity for redesign (68% agree) as opposed to 
technology itself being the main driver of change (only 23% agree).  The use of the 
term “opportunity” lent itself to more positive responses.  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 95.5% 4.5% 0.0%
EXTERNAL 90.9% 4.5% 4.5%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 77.3% 22.7% 0.0%
EXTERNAL 59.1% 36.4% 4.5%

















The business reviews its processes because of a change in requirements. 
 
 
Difference 9.1% - significant variance  
 
86% overall felt comfortable with the statement that businesses review their processes 
because of a change in requirements.  It would seem that such a statement can 
encompass many drivers cost reduction being one of them.  A surprising 11% overall, 
split 9%:14%, internal: external) disagreed with this statement leaving one to wonder 
what these respondents thought about the drivers for redesign if it isn’t cost and it isn’t 
technology and it isn’t changing requirements. 
 
 Further investigation is required to explore the reason why the internal team is 
more likely to be involved in changes to process/ legislation than an external team who 
are brought in for more “transformational/ BPR” one-off projects so for them it was 
more common. 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 90.9% 9.1% 0.0%
EXTERNAL 81.8% 13.6% 4.5%

















Employees are critical to the success of delivering the change and the outcomes. 
 
Difference 0% (highlights similarities between both teams) 
 
Statement 10: 
Employees will be more productive if the business recognises their key skills and 
directs them to the right roles. 
 
 
Difference 0% (highlights similarities between both teams) 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 95.5% 4.5% 0.0%
EXTERNAL 95.5% 0.0% 4.5%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 100.0% 0.0% 0.0%

















Employees’ roles should be restructured as part of the change process. 
 
Difference 0% (highlights similarities between both teams) 
Statement 12: 
New processes require new skillsets. 
 
Difference 9.1% - significant variance 
This could be because the job roles do not necessarily change too significantly and 
further insight was gained by the response to the statement around whether new 
processes actually require new skillsets wherein only 46% agreed.  There was a 
degree of uncertainty with 16% stating they “didn’t know” and 39% disagreeing.  
Interestingly there was a higher number of external practitioners stating they didn’t 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 68.2% 18.2% 13.6%
EXTERNAL 68.2% 31.8% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 50.0% 27.3% 22.7%
EXTERNAL 40.9% 50.0% 9.1%















agree the new processes required new skillsets (50%) compared to the internal view 
(27% disagreed) and this may be a reflection on the nature of the respective parties’ 
involvement in transformation in that the external team are less likely to still be around 
or involved post implementation whereas the internal teams are on site until handover 
to Business As Usual 
 
Statement 13: 
New processes require employees with relevant skills. 
 
Difference 4.6% - no significant variance 
Statement 14: 
When reviewing business processes we review the job roles as well. 
 
Difference 4.6% - no significant variance 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 81.8% 18.2% 0.0%
EXTERNAL 86.4% 13.6% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 72.7% 27.3% 0.0%
EXTERNAL 77.3% 18.2% 4.5%


















It is preferable to redeploy from within the business instead of new recruitment. 
 
 
Difference 20.8% - significant variance 
 
The statement which asked specifically about it being preferable to redeploy staff from 
within the business instead of recruiting new resulted in 67% agreement with a stark 
contrast in opinion between internal (77%) and external (57%); one of the more 
marked differences in the whole survey in relation to employees.  In fact, only 5% of 
the internal team disagreed with the balance expressing uncertainty.  This may be 
borne out by the internal team’s hands on experience from running new operations, 
where the operation has been relocated to a new area resulting in wholesale 
recruitment and the challenges faced with the loss of knowledge and a dependency 
on training an inexperienced workforce compared to the more hands-off involvement 
of consultancies beyond implementation. 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 77.3% 4.5% 18.2%
EXTERNAL 56.5% 30.4% 13.0%


















It is preferable to recruit new employees to deliver new processes. 
 
 
Difference 18.6% - significant variance 
 
Phrased only slightly differently, asking if it were preferable to recruit new employees 
to deliver new processes, 82% disagreed suggesting that they thought this would be 
a disadvantage.  In this regard the external view was stronger than the internal view 
with 91% disagreeing.  This emphasises some of the challenges of the survey 
approach in that it prompts the researcher to wish to ask follow up questions about the 
difference between the two statements.   
 
 One could assume that the “don’t know” element for internal is because they 
often do need to recruit as a result of relocating the operation and the new location 
may not commutable for existing employees.  It is also worth highlighting this was the 
same as Statement 16 but reversing the situation,  i.e. recruit rather than redeploy 
which should have elicited a similar result for disagree as agree for Statement 15 but 
was in fact a stronger response.
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 9.1% 72.7% 18.2%
EXTERNAL 0.0% 91.3% 8.7%
















Employees feel more secure in their new role if this role has been matched to their 
skills. 
 
Difference 8.7% - significant variance 
Whilst the majority 86% overall agreed, 18% of the internal team disagreed and there 
were no “don’t know” answers from them.  This may be a reflection of the enduring 
involvement of the internal team who are responsible for handing over to the operation 
and may be less convinced that this activity would increase an employee’s sense of 
job security given that BR projects often result in overall job reduction. 
Statement 18: 
Where employees are satisfied with their job content they are less likely to leave the 
business. 
 
Difference 14.5% - significant variance 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 81.8% 18.2% 0.0%
EXTERNAL 90.5% 4.8% 4.8%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 95.5% 4.5% 0.0%
EXTERNAL 81.0% 19.0% 0.0%















This statement was testing out how to reduce attrition and whereas the previous 
statement (17) was exploring the link between skills matching and retention this one 
looked at job content.  88% overall agreed however there were quite different 
responses between the internal and external teams. 96% of the internal team agreed 
that job content was a factor in ensuring employees choose to remain whilst 19% of 
the external team disagreed.  As this is a survey it is not possible to delve deeper and 
therefore a subject to explore through the interviews. 
 
Statement 19: 
Employees are more likely recognized if they are matched to jobs that suit their skills. 
 
 
Difference 8.3% (agreement) and 13.2% (disagreement) – significant variance 
 
In respect of employees feeling recognised if they are matched to jobs that suit their 
skills this scored lower with only 77% agreement and with a fairly strong 23% of the 
internal teams disagreeing with the statement.  On the external team there was much 
less confidence about this statement with 10% stating they didn’t know if this would be 
the case.  It may be that the internal team speak more confidently about the 
employees’ context because they are employees themselves and also, as they 
support the implementation and handover to BAU, they work more closely with 
employees delivering the new TOM 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 72.7% 22.7% 4.5%
EXTERNAL 81.0% 9.5% 9.5%

















Employees will be more satisfied if their job is matched to their capabilities; they feel 
rewarded for their performance. 
 
 
Difference 0.4% - no significant variance 
 
Statement 21: 
HR should be involved at Board level in any change projects. 
 
 
Difference 3.5% - no significant variance 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 90.9% 4.5% 4.5%
EXTERNAL 90.5% 4.8% 4.8%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 72.7% 18.2% 9.1%
EXTERNAL 76.2% 23.8% 0.0%


















TUs should be consulted or involved in change projects. 
 
 
Difference 26.6% (agreement) – significant variance 
 
The external team were more in favour of the TU being involved or consulted as part 
of the project with 86% agreeing compared to only 59% of the internal team.  This 
differential between opinion between the Internal and External teams – 25% - was the 
second highest degree of variance across all statements.  The internal teams however 
seemed less certain as they scored 14% “don’t knows” along with 27% disagreement.  
Again this was a matter to be explored in more detail as part of the interviews to gain 
more understanding as to the reasons for their concerns about TUs and how they 
could be helpful and contribute to positive outcomes of such projects. 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 59.1% 27.3% 13.6%
EXTERNAL 85.7% 14.3% 0.0%


















Employees are critical to the sustainability of CI. 
 
Difference 0% (highlights similarities between both teams) 
 
Statement 24: 
Employees need to understand their role in delivering the benefits of any change 
project. 
 
Difference 0% (highlights similarities between both teams) 
  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 100.0% 0.0% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 100.0% 0.0% 0.0%

















Employees must be empowered to achieve the benefits of any change project. 
 
 
Difference 4.5% - no significant variance 
 
Statement 26: 




Difference 4.8% - no significant variance  
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 95.5% 4.5% 0.0%
EXTERNAL 100.0% 0.0% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 95.2% 0.0% 4.8%
















Managers are responsible for delivering the benefits of change. 
 
Difference 18.2% - significant variance 
The use of the term “manager” and introducing a statement that they were in fact 
responsible for delivering the benefits of change was controversial.  This statement 
only secured 64% agreement masking a significant division of opinion between 
internal (73%) and external (55%) respondents. Put differently and with no 
respondents offering a “don’t know” answer 46% of external respondents disagreed 
that managers were responsible.  From the survey alone it was not possible to test 
this out further and was a subject for further exploration during the interviews. 
Statement 28: 
Employers must understand and recognise the key skills of their individual employees. 
 
Difference 0% (highlights similarities between both teams) 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 72.7% 27.3% 0.0%
EXTERNAL 54.5% 45.5% 0.0%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 100.0% 0.0% 0.0%


















Leadership is accountable for the delivery of the benefits of a change project. 
 
 




Leadership should be visible and supportive during the process of change. 
 
Difference 0% (highlights similarities between both teams) 
OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 95.5% 4.5% 0.0%
EXTERNAL 95.2% 0.0% 4.8%













OVERALL AGREE OVERALL DISAGREE DON'T KNOW
INTERNAL 100.0% 0.0% 0.0%
EXTERNAL 100.0% 0.0% 0.0%















B) Comparative Approach: A cross case analysis 
 
The Pilot Study was critical in informing the Fieldwork and instrumental in shaping the 
approach to the comparative study.  The lack of response to the initial pilot survey 
demonstrated either a lack of interest in the companies surveyed or a lack of 
“experience” of undertaking transformation. The only companies which responded, 
which had an interest in supporting the study, were companies where their main line 
of business is to “sell” transformation to its clients.  The “car crash” as described by 
the intermediate review panel led to a fundamental decision to focus on practitioners, 
consultants and experts in the field of BR.  Of the two companies selected on that 
basis only one responded positively to the request for the more extended fieldwork 
involving wider surveys and interviews across their organisation.  At this stage 
consideration was given to abandoning the concept of the comparative nature of the 
study however because of the scale of the organisation responding, Capita, with its 
breadth of businesses operating within it, it became clear that a comparison would be 
possible comparing how Capita delivered transformation for its clients, working 
alongside them and how it did its own transformation for its contracts on acquisition to 
achieve the benefits envisaged in bidding for such contracts. By approaching the 
“external” consultancy division and the “internal” transformation team within its large 
local government sector operations it was feasible to retain the comparative approach. 
 
 This comparative approach sought to investigate similarities and differences in 
the following aspects whilst validating the study proposition themes: 
1. The motivation for BR projects in both contexts 
2. The challenges and opportunities of such projects’ implementation 
3. The methodologies adopted for delivering business cases and TOMs 
4. The role of IT as an enabler in BR projects 
5. The involvement of HRM during planning, initiating, implementation and post 
implementation of BR projects 
6. The levels of workforce resistance to change post implementation 
7. The role of the Leadership Partnership during implementation and post-
handover (transition) 
8. The impact of TUs on the performance of BR projects 
 
The table below summarises the differences and similarities between the two 
teams.  Any variance between the two teams of more than 5% was deemed significant 









5 36.4% IT as main driver for change 
22 26.6% TUs involved in change 
4 22.7% Cost reduction main driver for change  
15 20.8% Redeploy rather than recruit 
7 18.2% Technology Opportunity main driver for change 
16 18.2% Prefer to recruit for new roles 
27 18.2% Managers are responsible for delivering benefits 
18 14.5% Satisfied staff less likely to leave 
19 13.2% Staff feel more recognised if job role matches skills 
3 9.1% Employees should be on Board 
8 9.1% Change in requirements is driver for change 
12 9.1% New processes require new skillsets 





26 4.8% Sharing knowledge to identify right people & skills 
6 4.6% Employee involvement in BR from outset 
13 4.6% New processes require relevant skills 
14 4.6% Review processes as well as job roles 
1 4.5% TOM should involve IT, process and people 
6 4.5% Workforce involvement in testing new process 
25 4.5% Employee empowerment  
21 3.5% HR involvement 
20 0.4% Job satisfaction influenced by match to new roles 
29 0.3% Leadership responsibility for benefits realisation 
9 0.0% Employees critical to success of benefits delivery 
10 0.0% Productivity linked to skills matching 
11 0.0% Employee roles restructuring 
23 0.0% Employees critical for sustainable CI 
24 0.0% Employee engagement re role in delivery 
28 0.0% Understand skills requirements for new design 
30 0.0% Visible and supportive leadership during change 
 
Table 6 – Summary of Differences and Similarities 
 
 What became clear during the study was that the market for external 
consultancies to support redesign and transformation is thriving and is likely to 
continue to grow particularly in the public sector where the challenge to reduce costs 
year on year is unlikely to reduce.  
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“(It is) an incredibly competitive market with a lot of choice, a lot of need for it, 
especially in certain parts of the public sector, even across the private sector as well, 
there’s a huge demand for business transformation consulting” Interviewee 11 
  A number of reasons emerged for the demand for external consultancies 
including: 
 Cost and sustainability of employing an internal team; even if they could afford 
the team there is a risk of retention and also a risk of the team “going native” 
and ceasing to have that objectivity required in such projects 
 The need for a different “lens” through which the third party could identify the 
problem and help the business to design a solution; a lens which is objective 
and has been informed by what works in other businesses 
 The need for “scale” of transformation resource; examples were given of 
programmes that required in the region of 200 people to deliver and 
organisations could not mobilise or sustain that scale of resource 
 The need for expertise; professionals who could bring skills, knowledge, 
methodologies and de-risk programmes through practical experience of what 
works and understanding where the pitfalls lie to improve effective project 
management 
 The fear of failure; by bringing in a third party consultancy businesses lay-off 
the risk of failure and manage the cost of redesign by committing the delivery 
partner to contractual obligations in order to secure payment 
However, a new breed of BR has emerged in practice which has not been 
covered to date in the literature.  Around 10 years ago public sector was driven to 
outsource its operations to a lesser or greater degree in a bid to make immediate 
savings in the cost of running services.  Whilst this provided an initial reduction in costs 
and provided some guarantees around quality and service levels these same 
organisations were more or less signing over great swathes of their operational 
budgets and consigning them as income for companies such as Capita for many years 
(contract terms as long as 10 years).  Once further challenges emerged to save even 
more they had no control over that proportion of their budget and costs due to the 
contracts in place.   In short they needed to ensure or assure that such contracts would 
continue to be refined, transformed and continuously improved to drive additional 
savings of significant scale. 
 Capita has emerged as a company who has the scale and financial standing to 
guarantee significant cost savings (in excess of hundreds of millions of pounds) by 
taking over new operations and committing to a five to ten-year deal that will see these 
functions transformed, generating the level of cashable benefits required by local 
authorities under pressure from reducing government grants and an increasing 
demand for services such as Adults and Children’s care services.  The key to Capita’s 
success is in building into its solution the creation of its own internal teams 
supplemented where appropriate by their main Consultancy arm, Capita 
Transformation, to deliver BR post transfer of services and post TUPE of the 
workforce.  This is attractive to the organisation because Capita take the risk of 
investment and the risk of achieving the outcomes. 
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“At the bigger end we might have guaranteed outcomes in terms of savings of 
hundreds of millions of pounds and I mean we have got an appetite and a willingness 
to guarantee those outcomes like Contract X, it is in the public domain that we 
guaranteed them £125m of savings and when you are operating at that level there’s 
not much competition in the UK in that there are not many organisations that are 
prepared to guarantee those sorts of outcomes.  So for the very big deals there is a 
very small number of organisations that can take the risk associated with offering 
guaranteed outcomes. So at the big end on the large scale deals there are very few 
firms that have got the financial strength to offer the guarantees that we can offer” 
Interviewee 2 
 This has proven to be a win- win situation for Capita, who can secure sizeable 
long term deals, and their clients who can secure savings without the risk of 
implementation.  The comparative study has been possible within Capita because of 
the two distinct teams operating within the wider company the external teams 
supporting the more traditional consultancy approach to transformation and the 
internal team responsible for delivering benefits guaranteed by Capita through the 
contracts in place. 
 As discussed the fieldwork and in particular the survey has enabled internal 
validation of the study propositions as well as exposing similarities and differences 
between the external and internal teams and positioning possible reasons for these.  
From the survey these practitioners have expressed their opinions and views about 
how BR should be undertaken in an ideal world whilst the interviews explored what 
happens in practice and surfaced the issues that impede or prevent successful BR. 
The gaps between best practice and current empirical practices reflect the validation 
of theoretical gaps identified in existing literature.   
 
Proposition 1 – For effective implementation of BR projects three dimensions of 
the concept, process, technology and people should be involved in the new 
TOMs 
A series of 8 statements (27% of the survey in total) explored the respondents’ views 
in respect of the proposition around the three dimension of BR projects and also tested 
the motivation for such projects.   98% of respondents across both teams confirmed 
that all three dimensions needed to be involved.   
 93% thought that employees should be involved in the redesign of processes 
from the outset whilst a higher number, 98%, felt that employees should be involved 
in testing any new systems and processes.  In both these aspects given the overall 
scale of agreement there was little variance between the two teams however the 
internal team were more strongly in favour of involving employees in this way with 96% 
and 100% in agreement with the two statements respectively versus 91% and 96% of 
the external team. 
 On the subject of whether employees should be represented at Programme or 
Board level however there was a degree of uncertainty as to whether this should be 
the case with 14% of the internal team responding to this statement with “don’t know” 
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versus 5% of the external team.  13.6% disagreed with this statement equally across 
the two teams and overall 77% agreeing.  Therefore, whilst the majority thought 
employees should be represented at board level there is a degree of doubt or 
uncertainty as to whether this is really a necessity. 
 In terms of the drivers for BR and change there was stronger opposition to the 
concept that IT or technology is the main driver of change.  Two statements tested out 
opinion and the difference in language between the two points to a potentially key 
point – that technology provides an opportunity for redesign (68% agree) as opposed 
to technology itself being the main driver of change (only 23% agree).  In terms of the 
latter the overall result disguises a significant difference of opinion between the internal 
and external teams.  96% of the external team disagreed that technology was the main 
driver for change compared to 59% of the internal team.  This statement marked the 
greatest differential in opinion across the whole survey and therefore was identified as 
a topic for more in depth discussion and probing as part of the interview stage of the 
fieldwork.  
 As for whether cost reduction was the main motivation for change there was 
little support for this statement with only 39% agreeing with this proposition.  The 
internal team were evenly split 50:50 in opinion with only 27% of the external team 
admitting that cost reduction was driving change.  Again the ability to test that out 
through the interviews was invaluable and noticeably the feedback obtained during the 
interviews contrasted sharply with this survey response when most if not all accepted 
that the majority of change is driven by the need to reduce costs.   
 Rather 86% overall felt comfortable with the statement that businesses review 
their processes because of a change in requirements.  It would seem that such a 
statement can encompass many drivers cost reduction being one of them.  A 
surprising 11% overall, split 9%:14%, internal: external) disagreed with this statement 
leaving one to wonder what these respondents thought about the drivers for redesign 
if it isn’t cost and it isn’t technology and it isn’t changing requirements.  
Proposition 2 – For a successful implementation of BR the employees’ roles, 
not just processes, must be reengineered if they are to operate effectively in the 
new system 
This proposition represents the heart of this research and the perception of the 
researcher that herein lies the key to successful outcomes from BR projects.  It was 
validated through a series of 6 statements which tested out various aspects of the role 
and treatment of employees both in practice now and how they should be handled in 
an ideal world. 
 In respect of the statement relating to the importance and criticality of 
employees in terms of success in delivering change and importantly in achieving the 
outcomes of redesign projects 96% agreed with the remaining 4% split between 
“disagree” (internal) and “don’t’ know” (external). 
 100% agreed that employees would be more productive if the business were to 
understand employees’ key skills and then match them to the right roles providing 
complete support for the concept that job roles and people need to be aligned to best 
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fit of skills and competences.  Further 84% agreed that new processes would require 
employees with relevant skills with little variance between the two teams however only 
75% agreed that as part of the redesign process they would review the job roles as 
well.  The first statement is hard to argue with, of course you would want the right 
employees with the right skills to deliver the new processes.  However, if you are 
changing processes and believe you want the skills to match then surely the roles 
would need to be sense checked to ensure that those employees fulfilling them are 
still the right people for the jobs. 
 Similarly, a slightly lower proportion, 68% across the two teams, felt that roles 
should be restructured as part of the change process.  Whilst there was the same 
proportion agreeing to the concept in both external and internal camps, the internal 
team the remaining 32% in the internal team were less definitive with 14% admitting 
that they did not know if this should be the case. 
 This could be because the job roles do not necessarily change too significantly 
and more insight was gained by the response to the statement around whether new 
processes actually require new skillsets wherein only 46% agreed.  There was a 
degree of uncertainty with 16% stating they “didn’t know” and 39% disagreeing.  
Interestingly there was a higher number of external practitioners stating they didn’t 
agree the new processes required new skillsets (50%) compared to the internal view 
(27% disagreed) and this may be a reflection on the nature of the respective parties’ 
involvement in transformation in that the external team are less likely to still be around 
or involved post implementation whereas the internal teams are on site until handover 
to Business As Usual. 
Proposition 3 – HRM and Leadership need to feature as strategic partners in BR 
projects given the importance of human resources who have to deliver the 
process itself and the need to redesign the organisation and the roles within it 
to fit the new process 
This proposition presents the view that HRM should be involved throughout BR 
projects so that the workforce dimension so important to achieving the benefits are not 
neglected and are used to the best of their capability within any new TOM. Again eight 
statements tested out opinion on employees, but the emphasis in this section was 
around the elements of the human dimension that HRM would normally lead, guide 
and support rather than direct statements (bar one) about HRM itself and touched on 
the role of TUs in such projects. 
 Two statements, phrased slightly differently, asked for views around the 
benefits of retaining or redeploying existing staff within new TOMs compared to 
recruiting new ones.  The two statements provoked quite different responses.  The 
one which asked specifically about it being preferable to redeploy staff from within the 
business instead of recruiting new resulted in 67% agreement with a stark contrast in 
opinion between internal (77%) and external (57%) one of the more marked 
differences in the whole survey in relation to employees.  In fact, only 5% of the internal 
team disagreed with the balance expressing uncertainty.  This may be borne out by 
the internal team’s hands on experience from running new operations, where the 
operation has been relocated to a new area resulting in wholesale recruitment and the 
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challenges faced with the loss of knowledge and a dependency on training an 
inexperienced workforce compared to the more hands-off involvement of 
consultancies beyond implementation. 
 Phrased only slightly differently, asking if it were preferable to recruit new 
employees to deliver new processes, 82% disagreed suggesting that they thought this 
would be a disadvantage.  In this regard the external view was stronger than the 
internal view with 91% disagreeing.  This emphasises some of the challenges of the 
survey approach in that it prompts the researcher to wish to ask follow up questions 
about the difference between the two statements.  The interviews proved to be 
invaluable in offering the opportunity to probe more deeply around this proposition. 
 A series of three statements tested out opinion in respect of how employees 
might be affected in respect of their levels of job security and satisfaction in the context 
of the degree to which the job matched their skills and capabilities.  Again the wording 
in each statement was slightly different and yet did draw different responses.  The one 
on which both teams were aligned related to employees feeling more satisfied if their 
job is matched to their capabilities and they feel rewarded for their performance which 
resulted in 91% agreement matched across the two perspectives, internal and 
external. 
 In respect of employees feeling recognised if they are matched to jobs that suit 
their skills this scored lower with only 77% agreement and with a fairly strong 23% of 
the internal teams disagreeing with the statement.  On the external team there was 
much less confidence about this statement with 10% stating they didn’t know if this 
would be the case.  The internal team speak more confidently about the employees’ 
context because they are employees themselves and also, as they support the 
implementation and handover to BAU, they work more closely with employees 
delivering the new TOM. 
 This was borne out by the response to the statement around a link between job 
security and new roles being matched to skills, where again the internal team were 
less confident that this was the case.  Whilst the majority 86% overall agreed 18% of 
the internal team disagreed and there were no “don’t know” answers from them.  
 Nevertheless, despite the differences in nuance and differences in the two 
perspectives the overall, average percentage in agreement across all three statements 
was 84% so there was strong support for the concept of making sure that employees’ 
skills are matched to new job roles to increase satisfaction, increase the feeling of 
recognition and provide a sense of job security.  Linked to that one final statement 
around the link between matching skills and reducing attrition also elicited a strong 
affirmation with 88% agreeing however one which again had quite different responses 
between the internal and external teams. 96% of the internal team agreed whilst 19% 
of the external team disagreed.  It is possible that these statements, referring as they 
do to “employees” may have driven some more personal responses however this 
being a survey it is not possible to delve deeper to identify if this was the case and one 
to explore through the semi-structured interviews. 
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 Until this point no explicit statements had been tested directly about HRM and 
the TUs though both these stakeholders are important and impactful in terms of 
supporting the conditions that would need to be met in the preceding 8 statements.  
HRM would be fundamental in recruitment, redeployment and in helping businesses 
to understand the talents available to the organisation.  The TU would be helpful in 
increasing the sense of security whilst representing employees in the campaign to 
retain and redeploy as opposed to recruitment and redundancy.  In this way the first 
eight statements were building the case for the relative involvement levels of these 
two parties. 
 There followed two clear statements about whether these two parties were seen 
as important to the change projects themselves. Given the importance attached to the 
roles of employees and the value of retaining and retraining versus recruitment the 
teams’ responses to the explicit statements were surprising and out of synch.  Only 
74% felt that HRM should be involved at Board level with almost 24% of the external 
team expressly disagreeing.  It may be that the language used, suggesting that HRM 
should actually hold Board positions might have influenced the external team’s more 
negative response.  This aspect, the role of HRM would be addressed subsequently 
in more detail as part of the interviews to dig deeper around the benefits and potential 
challenges in involving HRM more fundamentally in change projects. 
 The same external team however were more in favour of the TU being involved 
or consulted as part of the project with 86% agreeing compared to only 59% of the 
internal team.  This differential between opinion between the Internal and External 
teams – 25% - was only second to that in response to IT being a man driver.  The 
internal teams however seemed less certain as they scored 14% “don’t knows” 
compared to 27% disagreement.  Again this was a matter to be explored in more detail 
as part of the interviews to gain more understanding as to the reasons for their 
concerns about TUs and how they could be helpful and contribute to positive outcomes 
of such projects. 
Proposition 4 - Adopting the ER approach as a part of BR will lead to a 
successful transition and/or transformation and the realisation of benefits 
Obviously the survey respondents were not aware of the underlying propositions that 
were being validated and were simply presented with the statements  which were not 
apparently grouped or aligned to a discernible theme however the final eight 
statements were honing in the key elements of the Researcher’s proposition for 
improving the success of BR projects by involving an ER approach with specific inputs 
from HRM, Leaders and TUs whilst acknowledging that their contribution would be to 
ensure that employees considered critical to successful outcomes would be equipped 
and motivated to deliver their part. 
 Statements relating to employees within this section tested out opinion as to 
the criticality of sustaining CI (100% agreed); the importance of employees 
understanding their role in delivering the benefits of change projects (100%) and the 
need for employees to be empowered to achieve the benefits of any change project 
(98%).  One can conclude in the unequivocal opinion of the survey audience that 
employees are vital to securing the benefits of the changes designed so key for the 
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subsequent interviews to understand if employees are involved and on message about 
the projects and their major role in delivering success. 
 
 Likewise, the importance of employers being aware of the skills and knowledge 
of their workforce and being able to identify those with the right skills and talents to 
fulfil the new or changed roles, were seen as critical success factors scoring 100% 
and 98% respectively.  It is an obvious requirement or expectation that business could 
and should have this knowledge about their employees however it was important to 
test out through the interviews whether that is the case in practice. 
 
 The final group of questions, not asked sequentially, focussed on the role of 
Leaders and Managers both during the project and critically in delivering the outcomes 
and benefits of such projects.  There was support and consensus around the role of 
“leaders” both in terms of their accountability for delivering benefits (95%) and for 
being visible and supporting employees through the change process (100%). 
However, the use of the term “manager” and introducing a statement that they were in 
fact responsible for delivering the benefits of change was more controversial.  This 
statement only secured 64% agreement masking a significant division of opinion 
between internal (73%) and external (55%) respondents.  But differently and with no 
respondent offering a “don’t know” answer 46% of external respondents disagreed 
that managers were responsible.  From the survey alone it is not possible to test this 
out further and was explored more during the interviews but one could conclude that 
the term “manager” was open to interpretation and that the external teams felt that 
“Leaders” were responsible and that this responsibility shouldn’t be diluted.  Internal 
teams were more of the opinion that managers were responsible and again this could 
be informed by their hands-on involvement in delivering implementation and managing 
the handover to BAU wherein managers are made responsible for delivering the TOM.  
Clearly leaders are in the frame from both perspectives but managers who are closer 
to the delivery of the changes and the tracking of the achievement of benefits aren’t 
quite, unilaterally, on the hook.  This may point to one of the reasons that there is such 
a high failure rate in delivering benefits because those delivering the projects, certainly 
in an external support capacity, are not understanding or valuing the role of managers 
in delivering success post implementation. 
 In conclusion from the Comparative analysis of the survey results, there was 
overwhelming support for ER, albeit this was not badged for the survey respondents 






 This proposition was validated by the responses but with some surprising 
results in respect of the drivers for change and variance most obviously evident 
between the two teams around the role of technology with the internal team accepting 
more readily that technology presents opportunities for redesign and is ultimately a 




 In summary within the statements covering this proposition there was 
consensus and 100% agreement that employees are absolutely critical to the success 
of BR projects and that employees are more productive if they are applied to the right 
roles.  This is crucial to the successful delivery of BR outcomes however how 
organisations or projects should assure such criteria are met is less obvious to those 
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reviewed as part of the change process which is surprising however there was a 
marked difference between the external and internal voices of dissent with the latter 
demonstrating a lack of certainty about whether roles should or shouldn’t be reviewed 
or restructured as part of the change compared to the confidence of the external 







 Whilst respondents were less confident that the involvement of HRM and TUs 
would be beneficial to change projects there was a significant majority that recognised 
the importance of employees and how they actually felt about their new, changed 
roles.  The fourth proposition and the statements that tested its validity confirmed 













































































































































































 As can be seen there was almost 100% support for each of these statements 
and this proposition had the least differences between the teams and the least dissent 
with the statements.  Only one but very important difference emerged around the 
importance of managers and managers’ roles in owning the delivery of the benefits 
which provides insight into how success rates could be improved in future projects. 
 In conclusion, the survey provided the opportunity for numerical and scientific 
comparison of viewpoints across the two teams.  Some key statements led to diverse 
opinions and some surprising results which informed the interview questions.  The 
interviews needed to tease out further detail around some these themes including: 
 Drivers of change 
 Role of HRM 
 Role of TUs 
 Role of Leaders and Managers specifically relating to change resistance. 
 In addition, as well as testing out the reasons for the differences, and in 
recognising that the surveys were capturing what the experts thought should happen, 
the interviews allowed the opportunity to test out how the experts were applying best 







































































































































































C) Interviews Data Analysis 
 
The data collected from the interviews has been summarised and structured using 
thematic analysis in order to arrive at credible conclusions. See Appendix G for the 
full transcription of all interviews. 
 Hussey and Hussey (1997) suggested “the main challenges to qualitative data 
analysis are reducing the data, structuring the data and detextualising the data”.  
Therefore, this study applies their general analytical procedure for qualitative data 
which recommended five stages to aid researchers in data analysis which are: 
 Write up field notes in a comprehensible format 
 Properly reference any research materials used 
 Code the data according to specific codes for each variable or theme that the 
researcher wishes to identify.  For this study this required data to be analysed to 
generate codes, categorising the codes (sub themes) and building themes.  See 
Appendix E for the full list 
 Group the codes into a smaller number according to emerging patterns and themes 
 Write a summary of the data outlining the Researcher’s thoughts and 
interpretations. 
 The analysis process aimed to explore up to date challenges and opportunities 
of implementing BR in the business contexts chosen for this case study.  As discussed 
the main objective of this study is to develop BR theory and methodologies in order to 
improve the performance of BR projects.  The main task was to explore the reason for 
such high failure rates (50-70%) and this required an evaluation of the challenges and 
issues associated with such projects in the context of perceived best practice arising 
from the survey.  This would highlight the gaps that require solutions to be developed 
based on empirical practices not only on theoretical recommendations. The interview 
guide described earlier was designed to investigate the whole project lifecycle from 
design, through implementation to post implementation and in addition to explore the 
relevance of BR in the future and these elements are clear in the analysis that follows.   
 Miles and Huberman (1994) introduced thirteen steps, in order to analyse 
qualitative data and in particular to draw reliable findings from datasets, of which five 
have been adopted in the execution of the analysis of these interviews.  Firstly, noting 
patterns and themes based on familiarities, commonalities and differences.  Secondly 
seeing plausibility in the experiences of the participants and their points of view whilst 
maintaining the objectivity of the study, strengthening the study transparency.  Thirdly 
contrasting and comparing between the differences and similarities, not only between 
the external and internal teams but also between their perceived concepts of best 
practice, as revealed in the analysis of the surveys, and their current empirical 
practices; this is highlighted in depth in the discussion in Chapter Four.  This 
strengthened the role of the study’s reflexivity, which was based not on the 
researcher’s subjective beliefs but on the differences and similarities expressed by 
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participants in respect of their perceived best practice and the reality of empirical 
practice.  Fourthly building a logical chain of evidence; at this point it became possible 
to build the study argument to provide the practical solutions required in order to 
improve existing practices and to develop current theory of BR.   This was a technique 
used later in Chapter Four in the discussion.  Finally framing implications for theory 
and practice, addressed in more detail in Chapter Five, aligning with Yin’s argument 
that the most important stage is how to frame the study findings into implications for 
theory and practice.  Furthermore, Yin emphasised that the quality of the study findings 
is based on this aspect. The following represents the themes from the findings of the 
empirical fieldwork.  
 
1. New Design: TOMs 
One of the objectives of this study was to explore how the theory of BR had been 
developed since its introduction back in the early 1990s and to also investigate how 
aligned those theories are to practical applications of BR in today’s business 
environments.  In order to achieve this objective, it was essential first of all to review 
existing BR theories and this has been documented in Chapter Two.  However, in 
order to evaluate the validity of the theory it was essential to explore current practices 
to provide empirical evidence that could either validate the theories or identify 
weaknesses and gaps.  
a) Theory development and progress:  
In theory BR or transformation as a concept encompasses two different approaches 
and the method chosen is influenced by the degree of change required.  One approach 
is based on a blank canvas which involves the creation of a new design or process 
referred to as dramatic change and this is often described as BPR. The other approach 
focusses on improvement to existing processes looking for incremental improvements 
such as LEAN/ Six Sigma).  However, since then, there has been no obvious progress 
or major change introduced to develop the theory of BR.  
“What I would say is that a lot of the consultancy businesses that exist today, our own 
included, probably try to present the transformation methodology in different ways 
using fancy graphics and high quality publications that say this is how we do it but 
fundamentally when you dig underneath the sales messages you still find the same 
basic methods.” Interviewee 3 
b) Theory dimensions: 
Looking at the mechanism of BT there are currently two dimensions which are 
addressed in BR projects.  The first involves the business process itself and the 
second involves IT or more likely the introduction of new technology tools that aim to 
improve the efficiency of the operation (speed, automation, digital alternatives, etc.). 
“You can do just by going back and looking at your processes and making changes 
here and there, and, you know, we call that BPR, business process re-engineering, 
and it might well be that we just need to go in and look at it and see where there’s 
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better ways of doing it, and we do that, to a degree, as well. But I guess most of the 
time it does involve IT and technical from our perspective.” Interviewee 8  
 
c) Methodology development: 
 
There are many different methodologies being used in BR projects.  Some of these 
are proprietary methodologies such as LEAN and Six Sigma for which there are 
accredited practitioners and which organisations can use to create their own expertise.  
However, consultancies offering BR expertise have developed their own 
methodologies over time which are based on the theory dimensions discussed but are 
able to be adapted to reflect the requirements of any specific assignment or project.  
They assess the needs of the project and apply the relevant elements of the 
methodology to reflect the scale of change and the chosen enablers which may include 
one or both of current theory dimensions.   Ordinarily it is not possible to obtain the 
detail of such methodologies as usually the creators see these as their intellectual 
property and giving them their Unique Selling Point and therefore are not normally 
willing to give away their competitive advantage. However, Capita have published their 
CHAMPS2 methodology which they developed with Birmingham City Council and 
which still forms the basis of their standard approach.  The Transformation Director 
referenced this as follows: 
 
“Typically we would start by designing a vision for what the future would look like so 
working alongside the client to say okay you have got these issues, whether they are 
related to customer services or related to cost or whether related to whatever it is, you 
have got these issues but let’s create a joint vision for what the organisation will look 
like in the next 3 to 5 years’ time.  So start with the vision and then we would say so 
that’s the vision what outcomes together can we achieve as a result of transforming 
and a number of different types of outcomes could be included within that.  We then 
move into the high level design phase in identifying what the organisation would look 
like if we were to drive towards that vision and deliver those outcomes.  Lots of people 
call that a target operating model so typically that is what we would call it so we would 
say in 3 to 5 years’ time what high level processes would we have, what high level 
products, where do we think we are going to be doing the work, do we think we are 
going to be deploying an off-shore model, do we think we are going to be delivering 
services off-shore, what sort of technology solution are we going to underpin the 
change with and all of that – so those are all of the different lenses that you would look 
through – for the TOM and also at the end of that stage you would build a business 
case just to cover the high level cost and investment for making those changes.  Then 
after that you go into a period of doing high level design, after that detailed design and 
after that implementation and all the change management that goes with it.” 
Interviewee 2 
 In summary each methodology, including Capita’s tends to involve three main 
stages which include: 
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 Assessment of current practices, processes and enablers involved in delivering the 
business’ current outcomes or objectives and establishing the business’ 
requirement for the future – understanding what the client wants and what the client 
has is established during the AS IS stage 
 Evaluate the current situation and analyse the opportunities for alternative options 
and solutions that could deliver the same or improved outcomes more effectively 
and efficiently to meet business strategy/ needs.  As explained above this could 
result in improving current processes or require a fundamentally new process and 
this is influenced by the business requirements.  The solution designed may result 
in a new TOM to be implemented or changes to existing processes - TO BE or 
design stage 
 Establish the business case to deliver the new processes or TOM which will in turn 
deliver the business requirements and subject to the business case stacking up 
developing the implementation plan to deliver it – HOW stage  
d) IT as an enabler:  
It is worth noting that BT does not totally depend on technology and there are elements 
of an operating model around people and process that can be improved without 
necessarily requiring technology.  However undoubtedly IT is an enabler that provides 
significant opportunity to improve the effectiveness and efficiency of business and the 
requirement for IT to support a solution is defined at the To Be stage of the process.   
“If you’re looking to improve the way the current service works, there’s quite often 
there’s things you can change about a process to, make it quicker, or, it may be that, 
there’s a lot of delay in the process for the customer so there are a lot of simple 
changes you could make, there may be technology in places that they’re maybe not 
using enough. Probably you can only do that to a certain point, and then technology 
has to be involved. And certainly if you want to make big savings, in terms of channel 
shift then obviously technology’s really important and has to be involved, but there’s, 
there’s probably a lot of things you can do in a team first, like really if you had the time, 
you might want to make those changes first and see what the current status of the 
service is then, and then look at what else you can do if you, if you’ve got the finances 
you can put in to do that” Interviewee 9 
 Examples of aspects of technology which are influencing transformation today 
include software that enables self-service by digitising previously mediated processes 
(advisor supported); software that automates processes which allows systems to fulfil 
a process as opposed to a human; software that speeds up processes by introducing 
workflow and software that supports better workforce management by providing 
information about individual performance and quality of outputs. 
 Even though the theory and methodologies used in BR have remained relatively 
static in the intervening years, technology has in comparison advanced dramatically 
as a tool for supporting transformation and for shaping the TOMs emerging from 
today’s BR projects.  However, it is important to ensure that Technology is positioned 
as a tool to support the customer needs and to remember its role is to serve the 
customer interests as opposed to being the motivation for change itself. 
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“It is very unusual for us to undertake large scale transformation programmes with big 
guaranteed outcomes without any IT implementation – really unusual. We do a lot of 
work in consumer-facing businesses, telecoms, utilities, people like that and more and 
more they are using technology to help self-serve, so people can sign on themselves 
on their mobile phone or laptop and process their queries themselves so if you are 
going to do that you are going to need technology to allow people to have access to 
your systems whilst maintaining data integrity and being secure.  Technology plays a 
fundamental role in most of our transformation activity and it can be telephony, multi-
channel technology, web-chat technology, core applications around finance, HR so 
yes technology is really important to us.  I think the thing we are seeing more and more 
of is robotic automation technology that is automating some of the key strokes that 
would have been done by users so we are seeing more and more automation of that 
nature.” Interviewee 2 
 
e) Business Redesign Consultancy Market: 
In terms of delivering BR, the British context depends heavily on consultancy support 
to apply or provide transformation services to businesses.  In this respect there are 
major, global consultancies whose sole purpose is to provide such services and these 
include McKinsey, Deloitte’s, Accenture, Ernst and Young, KPMG and PwC amongst 
others.  The reason for this dependency is related to a number of factors which 
influence their choice to buy in people and skills rather than employ their own teams: 
 Capability, expertise and relative cost – experienced BR specialists are a costly 
resource and therefore creates a burden of cost in maintaining their own team(s) 
 Different lenses – BR requires fresh and objective approaches and in this way 
external resources are less likely to be wedded to current approaches and will bring 
new ideas from experiences on other projects 
 Capacity and relative cost - major transformation programmes can require teams 
of a significant number which are not sustainable within a business as usual 
environment. 
“Internally, you haven’t got the experience of major transformation, needed, to actually 
deliver it, so whether that’s, people that have been through it previously, from a 
management perspective, and also, I think the challenge of managing a transformation 
programme internally is just objectively, you need somebody external to look at it and 
deliver it.” Interviewee 11  
 However, those businesses that deliver outsourcing services have made the 
investment in having their own internal capability and expertise because their 
commitment to delivering outsourced services often requires transformation or 
significant improvement in order to deliver the contractual requirements, including 
savings to which the outsourcer has committed.  This is where Capita have a niche in 
the market because they will commit to outcomes if and only if they are given 
ownership on a contractual basis for delivery of the service.  The differentiator here is 
that Capita will guarantee savings on a contractual price compared to an external 
consultancy project where they would not guarantee outcomes because of a lack of 
128 
 
control of the operation delivering the benefits.  This is a relatively new approach to 
BR and which appears to address the need to ensure benefits are realised.  It has the 
added advantage of allowing the client organisation to focus on core, specialist 
services by releasing managerial and leadership focus from transactional processes 
such as HR, Finance and Customer Services etc. 
 Capita have a track record of utilising its internal teams as external consultancy 
resources when there is insufficient internal work to be done.  In this way they cover 
costs of their internal team and also can generate profit on the resources which is real 
income to the internal cost centre. Therefore, with Capita as the subject of this 
comparative case study both aspects of BR capability exist, that is internal (applied to 
itself) and external (providing BT services to its clients – referred to by Capita as 
“working alongside”) and as such supports research across the two approaches.   
 
2. Business Redesign Motivation  
 
The relevance of this theme is to understand the drivers for BR; how and when these 
are articulated and to understand if these have changed significantly since the theories 
which were explored in Chapter Two. 
a) Efficiency/ Costs and Performance: 
It transpires that the main motivating factor or driver for BR continues to be in the 
majority of cases relating to the need to increase efficiency and in turn reduce the 
costs of delivering processes and operations: 
“Cost reduction is the primary driver. In every sector I’ve worked in it’s still the primary 
driver. Every transformation programme I’ve been involved in has been to a degree, 
mostly focussed on cost-reduction. There are growth elements or service improvement 
elements, of transformation programmes, but primarily it is cost reduction and the 
service elements are, just, they’re not thrown in to supplement them, but they are a 
less of a focus on any transformation programme that I’ve been involved in.” 
Interviewee 11 
 The need to reduce costs can have different sub-drivers including the need to 
respond to a budget cut (public sector organisation) or the need to be more 
competitively priced (private sector organisation).  The opportunities to cut costs are 
largely around the cost of the production, workforce, technology and premises.  
Delivering savings in the workforce can be enabled in a number of ways: 
 Improving individual productivity – maximising outputs for the same unit cost which 
would allow for the release of some resource.  This can be achieved through 
improved performance reporting and management and also by multi-skilling the 
workforce to create economies of scale 
 improving the quality of the products or services – thereby reducing waste and non-
value add contact 
 improving the efficiency of the process itself by reducing non value added steps 
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 increasing customer self-service reducing the need for human intervention in 
transactions 
 automating processes reducing the need for human intervention in fulfilment of 
processes 
 reducing the time taken to fulfil processes which will increase competitiveness and 
reduce complaints 
 In terms of technology it is more likely that investment will increase in 
technology to enable the workforce savings described above.  Furthermore, in terms 
of premises and other fixed asset costs the release of workforce can support the 
release of assets. Not all BR projects are around cost reduction and some projects are 
based on the need for improved performance and productivity not to save money but 
so that a service meets its required standards and that can be in terms of outputs and 
quality.  For example, customer satisfaction can be a driver for BR in a not for profit 
organisation and equally in private sector setting to increase market share. 
b)  Business Solutions and Stakeholders:  
BR may be required to create new business solutions to deal with issues relating to 
changes in legislation or stakeholder/ customer needs and requirements.  It is 
considered critical to the success of a project that the motivation for BR is articulated 
at a strategic business case level which should set out the specific requirements and 
desired outcomes of the business instigating the project.  Moreover, the team who will 
be working on the project need to fully understand the strategy and the objectives so 
that during the project they can check they are on track in addressing these.  The BT 
team must alert the client/ sponsor project board if at any time during the analysis 
stage it becomes apparent that the business case is not realistic or is not going to be 
enough to meet the required objectives.   This gives the board the opportunity to 
change the scope and/or revisit the business case based on the analysis.  Therefore, 
the business case is an important vehicle for any redesign team and this case is 
usually revisited at the To Be design stage, where an outline view is required to 
demonstrate whether the TOM/ solution will deliver the required objectives.   
Furthermore, once the outline business case is approved by the board ordinarily a full 
business case follows which firms up the investment costs and savings.  
“It’s a bit like having a patient in, in the hospital. The sooner you know what’s wrong 
with them, the sooner you can help them on their road to recovery. And equally, if 
you’ve got a business that’s got a problem, the sooner you can find the issue, stop the 
bleeding, stop the cash outflow, stop the good people leaving because they don’t see 
a future in the business, the sooner you can put that it on the road to, improved 
performers. “Interviewee 1  
 
3. Business Redesign Project Implementation  
This theme explores common issues encountered during the BR project from its 
inception, through the As Is stage, identifying the issues; through the To Be design 
and including the implementation of the new TOM or processes up to the point of 
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handover to operations as Business As Usual.  As this is such a broad theme a number 
of themes are investigated around the roles of Operations, Leadership, HRM and TUs 
as main factors affecting project implementation. 
 
a) Workforce engagement: 
The reasons for resistance are numerous and can apply differently to individuals 
working in the same operation.  The impact of cuts and redundancies may lead to a 
deliberate attempt to slow the realisation of benefits so that the employees keep their 
jobs longer.  If the training has not effectively emphasised the importance of following 
each process step, then they may simply be unaware of the necessity and the impact 
of not following the procedure.  It is essential that the way in which staff performance 
is measured is adapted to reflect the new processes; what was important previously 
may not be as important for the new model. 
 
“First of all it’s inevitable, and so first of all you’ve got to plan for it, resistance from the 
outset. Secondly, you have to have a number of workforce management strategies to 
support identifying where the resistance is most likely to give a problem, and then 
through your risk management strategy, you would need to, work, with the 
management team and OD in particular, OD being sometimes part of HR, sometimes 
not part of HR, to, develop effective strategies for dealing with that resistance. In some, 
in part, it’ll depend on the type of workforce, and it also depends on the type of change, 
because the more impact on staff, the more resistance, so the more likely that you’re 
going to change someone’s terms and conditions, more likely you’ll have a high 
resistance. The more that you’re actually going to make someone’s job easier, or more 
straightforward, or more rewarding, then the less resistance. I mean, it’s kind of 




b) Knowledge Loss: 
Strategies for preventing knowledge loss have become a critical organisational 
concern due to the economic downturn and workforce lay-off and also due to 
demographic changes which can affect some organisations with an aging workforce 
due to retire in significant numbers.  Dalkir (2011) argued that “The ability to manage 
knowledge is becoming increasingly more crucial in today’s knowledge economy. The 
creation and diffusion of knowledge have become ever more important factors in 
competitiveness. More and more, knowledge is being regarded as a valuable 
commodity that is embedded in products, services and in tacit knowledge of 
employees”.  
 Organisations vary greatly in how they manage knowledge workers who 
possess this tacit knowledge.  Some organisations primarily focus on maximising their 
131 
 
productivity; others focus on the importance of collaboration and team work for 
knowledge sharing; while others heavily invest in their training and development and 
structure knowledge work for flexibility and change. Much of the knowledge that serves 
as a source of advantage is tacit in nature, which is difficult to formalise and share due 
to its highly personal nature and its embeddedness in people’s actions and 
experiences. This is why “organisations need to adopt a more strategic approach to 
managing knowledge workers as superior performance is linked to tacit knowledge, 
the retention of employees who possess this knowledge and the ability to continuously 
harvest their knowledge and expertise”. (Kiessling and Harvey, 2006) 
“It’s differentiating between knowledge and information. Information and data is pretty 
easy, we tend to set up different file structures for projects so that reports, data 
analysis, and all of the underlying documents you might be using, project plans, et 
cetera, can all be stored when you’ll find them, so you can set a data hierarchy up in 
a file-storing system, so data and documents – easy. Generally speaking, from the 
knowledge side of things, it’s hard to transfer across 20, 30 years of experience to 
people who may be doing it for the first time” Interviewee 1 
 
c) TUs’ Role: 
In terms of the TUs their role is to represent employees, or more specifically their 
members on an individual or collective basis.  As discussed above when 
transformation projects take place the unions will have a role because the likelihood 
is there will be changes either to the structure and number of roles or changes to the 
working practices (processes) and potentially terms and conditions of employees. 
 The TUs can impact negatively on a project in a number of ways by introducing 
delays by extending the consultation process, by lodging grievances or disputes and 
by requesting more time or effort on behalf of the project team and HR in providing 
information or responding to questions. The relative impact of the TUs in the UK is 
perceived to have weakened in the last 20 years.  This is for a number of reasons.  
The first is that politically the TUs have less impact or influence on central and local 
government.  The second is that membership of the TUs has decreased over the 
years.  This could be due to the reduction in the power of the unions or it could be 
because of the increased number of employees working for the “private” sector as 
opposed to local or public sector organisations. 
 
“Unfortunately - probably negatively.  Especially in Capita where we are TUPEing staff 
into the business we are obliged to consult with the Trades Unions as part of that 
process and it is their job to be fair to make sure we are following the regulations and 
we are giving staff due consultation and we take on board staff issues but in my 
experience it would be better if they accepted the inevitable and work with us and I 
think the only people who suffer if they don’t do that are the staff.  Because if the trades 
unions worked with you they could better advise the staff about what is fair and not 
waste anyone’s time by putting in objections and creating grievances which is not 
helpful to the staff because if something is inevitable it is better to help the staff to 
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make it as painless as possible and I don’t think the unions always do that.” 
Interviewee 3 
 
 In other countries where the TUs still can command action at a political level 
such as in France then their relative impact on transformation projects may be higher.  
That said there was a consistent view that projects need to work with the TUs as 
getting them on side would help speed up the project lifecycle and lead to improved 
outcomes as staff engagement in the design of new processes would lead to better 
solutions: 
“Now trade unions are not always the easiest people to work with. And, some are 
interested and some are not interested, and some will make it really difficult for you, 
as well. So, you have to be honest with them, and you have to keep them, well up to 
date with information because often the case, they sometimes get missed out of the 
whole loop when you’re consulting with staff, and they don’t like that, and that’s when 
they can cause problems for you. When you’re working in local government there’s 
always going to be trade unions, and again, it depends on the political set-up of that 
local authority, that you’re working with, in government. Some are stronger than 
others, as long as you’re communicating with them and speaking to them, they’ve not 
been too much of a problem” Interviewee 8 
 
4. HRM Role Involvement 
a) Stakeholder engagement: 
As for HRM then their role in initiation in practice is largely around the hard aspects of 
HR, particularly in outsource projects involving TUPE, rather than supporting the 
project with information and insight around the skills of the workforce in scope, the key 
performers and key knowledge holders.   
“I think human resource management is important for any transformation, because 
any transformation is going to change the way that people work, and even if you don’t 
reduce the number of staff, or the types of people you’ve got engaged delivering a 
service or supporting a system, you’re going to ask them to do something different, 
which means a change to their roles, which means a change to what, the jobs they 
were contracted to perform.” Interviewee 11  
“I think sometimes the engagement has been later than it should have and I think that 
in itself causes some problems I mean the engagement between operations and the 
HR but I have also seen cases where that engagement has been early and up front 
and timely and it has made the whole transition a lot smoother” Interviewee 7 
b) Resource Planning and Knowledge Management: 
The project often has to work in the context of a lack of workforce planning that means 
the organisation hasn’t got the strategy or the tools to minimise the impact of 
knowledge loss.  HRM do not feature currently in supporting projects with resource 
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analysis, workforce planning and new roles requirements in terms of skills and 
knowledge. 
As previously discussed, the main drivers for transformation include reducing 
the cost of service delivery and improving operational effectiveness.  As one of the 
transformation project outcomes inevitably the number of staff within the workforce will 
need to reduce.  This is currently the main role of HRM within a transformation project.  
It is less about shaping and supporting the design and more about dealing with the 
impact as reducing staff numbers often requires redundancies and/or downsizing 
solutions including redeployment.  HR within organisations are the experts in the legal 
requirements and are therefore engaged to support specifically that aspect of a 
project.  In Capita’s experience they often transfer staff to their company as part of a 
transformation deal or partnership and again HR get involved to support the legalities 
associated with TUPE and the consultation and compensation processes associated 
with it. 
“I would say externally they aren’t involved in the programme they might be consulted 
but not be part of the programme team. If they had a database so they could give you 
analysis of where you have got skills and where you have got gaps for your new 
service model or could help you design something that is going to work better.  But 
unfortunately that doesn’t happen in Capita they will only advise you on the legal and 
policy aspects.” Interviewee 3 
c) Redeployment and Performance Management: 
HRM is leading and acting as the “employer” in the relationship with the TU in 
negotiations and working with the TUs to agree as far as possible a solution that 
minimises the impact both financially for the employer and individual impact on 
employees. This requires a process typically that seeks to: 
 Maximise take up of voluntary redundancy if this is available to them 
 Making sure that any natural wastage or attrition is forecast and therefore reducing 
the compulsory redundancy requirement 
 Exploiting opportunities to redeploy employees where other vacancies exist in the 
wider organisation. 
 The key role of performance management in the context of BR projects is 
ensuring that at a strategic level, leadership and HRM are fully aware of the talents 
they have and can identify key performers without whom the business would suffer.  
Involving key performers in the BR project would increase the chances of the new 
TOM working in practice as the design would be informed by those who do the job 
best and know what any new process needs to deliver.  It would also identify those 
members of the workforce who must be retained at all costs to reduce risk to transition 
by reducing knowledge and skills loss described earlier. 
 
“It’s better to recruit from within, because that way, you know that person, you know 
what kind of skills they’ve got, and, and I’m not sure if I’m putting this over in the right 
way, but they’re kind of a known quantity. Equally, equally, you need to, find out from 
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your people what skills they do have, because that’s somebody whose sitting there, 
very low-profile position, doesn’t really come to your attention too much, from a 
management perspective, but they could have something up their sleeve that they’ve 
done previously that you’re not aware of, and it’s important to understand what those 
opportunities are, and we’ve been quite lucky when we’ve identified, you know, you 
see some talent in those people and you bring them on, and, and they fly, and that’s 
been really good.” Interviewee 6 
 
d) TM and roles requirements: 
HRM are not currently supporting BR projects in terms of identifying the key players 
and skills required to deliver the new service design however there is a need identified 
by the interviewees to have access to HRM capabilities to facilitate the transition to 
the new TOM and reduce risks. 
“You can have absolute gems under your nose and you don’t even know that they’re 
there.  Sometimes, sometimes though, it does pay to look externally as well, but, you 
know, it’s a balancing act, isn’t it? I’m always a great believer in looking at what you’ve 
got first, before you look outside.” Interviewee 6 
 
 Cultivating and managing individual talent should be given more attention when 
applying BR initiative. If organizations believe that talented employees and individual 
talent are the most valuable assets who deserve to retain in global competition 
(Cappelli, 2008; Collings, & Mellahi, 2009; Green et al., 2006) 
 
 “It would be nice to have someone on the team who knows how to maximise the 
human potential; to say this organisation structure would work; to say I have heard 
what you have said about the new job and these are the skills you should be looking 
for.  I think if they were able to understand what you have as well - as often unless you 
are moving the business many miles you have got to work with the pool of staff you 
have got so identifying the training needs and how to develop them so they can do 
their new job better - having someone like that to work on your team would be a luxury” 
Interviewee 3 
 
5. Leadership Role: 
Leaders are fundamentally responsible for ensuring that change is positively managed 
and visibly led by them.  The leadership style itself should recognise and adapt to the 
specific circumstances and the scale of the change during the BR project.  They must 
engage continuously with the project team however this needs to be balanced with the 
demands of their role.  For example, if a project is only affecting a part of a leader’s 
scope of responsibility then the leader may need more direct support and guidance 
around the level of inputs they need to make to the project. 
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“Well if 10’s the most important, I’d probably give it 11. At the end of the day, as with 
most of these things, it’s, it’s getting someone to lead the business through the change. 
You’ve got to own it for it to happen. If you haven’t got good ownership, then somebody 
measuring and directing and reporting, things don’t get done. It’s the old saying, what 
gets measured gets done. So if you’ve got a leader responsible for it, and they’ve 
measured and incentivised, it will happen. You’ve got to have somebody in a 
leadership role who flex their style from building consensus, and gets a multitude of 
people to do something they wouldn’t normally do, and that takes one leadership style 
to pull people with you, rather than if you go into a situation from day one.”  
Interviewee 1 
 
a) Leadership Style and Change Management: 
The main objective of BR projects is to deliver a solution to operations that will work, 
that meets the objectives of the business case and from an operational perspective 
can be implemented smoothly with minimum re-work and error.   In order for this to be 
achievable it is recognised that resistance to change must be addressed during the 
project itself as this can impact negatively on the following aspects of the project: 
 The As Is and To Be stages – stakeholder engagement is critical to ensure that the 
team fully understand the current processes and the requirements for the new 
processes so that they can ensure that the solution will meet the requirements 
 The Delivery stage – existing staff need to take part in testing that the new solution 
will work and identifying any snags 
 The workforce, which will be using the new or improved solution on a daily 
basis, has to believe or feel that it will have a real and positive impact on their day to 
day operations.  The transformation team are already convinced and bought-in to the 
solution as they are the architects of it but ultimately they aren’t the ones who will be 
using it day to day.  
 In terms of diffusing resistance to change the project needs to undertake 
change management activities in a structured way that best fit the nature of the project, 
that captures all the stakeholders affected by the change and that the methods used 
for change management are appropriate for the relevant stakeholder.     
“So that’s why leadership’s so important, that you can have a leader that’s empowered, 
but you’ve got to have a leader than can switch their leadership style through different 
parts of the transformation from design through to implementation” Interviewee 1 
b) Communication: 
Equally the leadership of a project needs to ensure that communication between the 
project and operations and operations and the workforce are effective.  This is not 
purely to support change management but also to ensure that risks are managed when 
problems with the project are encountered.  For example, situations may arise which 
will impact on the timescales and it is important to ensure that operations are aware 
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of the change and/or support issue resolution where operations are potentially causing 
the delays. 
“It is important really right from when you’re trying to design the new process, or you’re 
looking at what projects you might need to take on, because if you just meet with the 
managers, they will have one opinion of how things work and the staff will have a 
different opinion, really it’s the staff that are doing the job, who are interacting with the 
customers, so they know it inside out whereas the manager might have a slightly 
different perspective. In, obviously you need to speak to the manager from a point of 
view of what are the goals, what are you trying to work towards, but the staff 
themselves will know what the current issues are, how it currently works, you know 
even down to things like IT issues, what prevents them from completing that 
transaction for a customer quickly and smoothly, you know there are a problems 
interacting with other departments to get information” Interviewee 9 
c) Risk Management: 
Critical to the success of the project is effective risk management.  Experienced 
transformation practitioners can help the organisation to anticipate common risks such 
as delays, changes to scope, funding challenges, stakeholder engagement, identifying 
and managing dependencies etc.  The leadership role must support the project in 
actively addressing and mitigating risks and resolving any project issues. One of the 
main challenges within transformation projects is the loss of knowledge and/or skills 
which are critical to the organisation as a result of reducing the workforce.  Projects 
try to mitigate the risk by capturing tactical knowledge during the design process and 
sometimes the transformation includes the introduction of KM tools which can be 
populated by processes and work instructions that are gathered as part of the As Is 
stage or developed as part of the To Be stage: 
“Leadership is probably the most important aspect of any transformation and I have 
looked over the last few years at a number of our big transformation activities and 
those that have been most successful have got the strongest leadership from the most 
senior people in the business.” Interviewee 2 
d) Transition: 
The leadership role is also critically important in ensuring that the new TOM is 
embedded into business as usual as this has a significant impact on delivering the 
benefits outlined in the business case.  Without strong leadership and left to their own 
devices the operation could bypass or jeopardise the success of the new process/ 
system.  Demonstrating the importance of the new TOM and how it fits in the wider 
business agenda is a job for top leadership. 
“We used to sit down with the Chief Exec and the Board every week for an hour and 
a half to talk about transformation so it was a very big part of the Chief Executive’s 
week to actually not just sit down for those regular meetings but also go round the 
different departments of the City Council talking about transformation and making sure 
everybody knew that is was critical to his agenda.  It is absolutely crucial and without 
leadership from the very top of the organisation transformation more often than not will 
fail.” Interviewee 2 
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 At a more direct, operational leadership level managers have a day to day 
responsibility to enforce the new TOM however this is subject to their engagement and 
their buy in for the new way of work.   
“Probably making sure, like you say that the manager’s on board, who’s going to 
actually deliver the service, so the operations team, because quite often we may come 
in and deliver a transition or a transformation, but then at the end we hand it over and 
we’re not involved anymore, so you need to make sure that that manager understands 
and is involved and understands, I guess what they need to make sure they’re 
delivering, so that it carries on past that.” Interviewee 9 
 
6. Business Redesign Post Implementation 
 
This aspect of the study is focussing on the potential reasons for the high rate of failure 
of BR projects and a reflection of the apparent lack of focus in methodologies on the 
post implementation stage.  To be specific “post implementation” relates to the period 
after the new TOM and any new technologies have been delivered by the project and 
“gone live” 
a) Outcomes and delivery: 
There is consensus that the success of a transformation project is dependent on the 
achievement of the business case outcomes which as discussed centre largely on cost 
reduction or cashable savings.   A project will have cost the organisation sometimes 
significant sums and the pay back for the project is not forthcoming until post 
implementation therefore it is critical that beyond the implementation the organisation 
tracks the achievement of benefits be they cashable or otherwise.  This in turn 
depends on the baseline position being established and the ability for organisations to 
measure progress. As discussed in the Capita environment delivering successful 
transformation is assured because the organisation secure guaranteed savings by 
outsourcing the business to Capita which in turn undertakes its own transformation 
challenging its operations to deliver at a reduced price. 
 
 One factor impacting the success or otherwise is the quality of the handover 
from the project implementation team (be that internal or external) to the “business as 
usual” operation (BAU).  There are some references to the sign off of products and 
acceptance criteria but no consistency around building this into projects and the 
authority or audience for the sign off.  This leads to a lack of clarity around roles and 
resources to deal with any “snagging” or tasks that could not be completed during the 
project lifecycle.  The project team will have left or moved on to another project and 
therefore have no responsibility for resolving any problems and the operation doesn’t 
have its own resources to fix them.  This is exacerbated when the forecast benefits 
are set for years ahead, for example, a savings target set for year 2 or 3 of the 
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operational lifecycle, which is based on customer contact reduction supported by self-
service, which then does not transpire. 
b) Measurement: 
Another factor that impacts benefits realisation is that the workforce savings have not 
be achieved because the resources are not reduced in line with forecast.  In some 
cases, this is as a result of poor management with a reluctance or delay in restructuring 
and reducing staff numbers.  In other cases, it is as a result of the workforce not 
adopting the new processes or systems that are designed to be more efficient.  
Reasons for not adopting new processes include: 
 Lack of confidence and trust that the new product is as good as the old 
 Active resistance where the workforce decides not to use the new process because 
they don’t want the efficiencies to be made and the workforce reduced 
 Technical challenges including the need for adaptations to the configuration which 
are left unaddressed or the need to develop new functionality which wasn’t 
identified during the project 
 Process-based challenges because the new process doesn’t work in practice or 
needs to be adjusted. 
 A lack of quality assurance or performance management means that this lack of 
adherence to the TOM is not identified or addressed leading to the failure to make 
workforce savings. 
c) Continuous Improvement: 
The process of BT from vision through to AS IS and on to the delivery of a new TOM 
or solution is being applied day to day by practitioners in the field.  There is a marked 
dependency on external consultancies or outsourcing companies to help 
organisations to transform their services and to deliver business case objectives.  
However, this is still seen as a “one and done” activity, that is it is a transformation 
project that begins and ends – it has a lifecycle.   It is good practice to recognise that 
projects should start and finish so that scope and resources are managed however 
there is a distinct lack of internal capability retained or employed within organisations 
to sustain the transformed services and to ensure that there is CI. 
 
 “It is kind of after we’ve done the transition period, handing over to operations for day 
to day delivery et cetera, making sure they’re going to maintain that relationship, and 
then making sure that if anything does crop up, operations are equipped to be on it. 
Sometimes that can be quite challenging for me because I don’t want to let go of it 
because I want to make sure that we’re still continuing to deliver it, but again you have 
to hand over at some point, you can’t do it all the time, so, but yeah, lots of things can 
crop up. Again, it can be IT issues, it can be things that are not working, it can be 
things that crop up, where we’re not achieving our KPI, but this is the operation, so the 
operation need to make sure that they are keeping up with all the details and making 
sure that the client are obviously all updated.” Interviewee 8 
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  Practitioners talk about the need for agile improvements, a series of ongoing 
reviews with the goal of improving efficiency and quality that is vital for the 
competitiveness of business however they reflect on the lack of internal/ in house 
expertise to deliver these incremental improvements and as such it is likely that 
demand for (external) transformation will continue.  
“I would say they should keep doing regular reviews, make sure they are on target to 
receive benefits.  So if it is a savings target to make sure they are getting weekly or 
monthly reports about progress that is being made. Where progress isn’t being made 
they should understand the reasons why so the benefits realisation effort that would 
have to go on post project is around making sure they know whether it is happening 
or not.  When we talked earlier about the option to include some resource to make 
them to do it that would be a good idea to force them to do it” Interviewee 3 
7. The future of Business Redesign 
At its inception during the 90s BR was seen as a new phenomenon and hailed as a 
success in helping businesses to cope with the need to respond to the changes in 
customer requirements, legislation and to cope with the advancement of technology.  
That said and on reflection the majority of BR projects are not considered successful 
in terms of realising the benefits which they set out to deliver.  The question is whether 
the process of transformation has a shelf-life or whether its future is assured because 
of the ongoing need to transform businesses and organisations.  The study is exploring 
the merit of proposing innovation in BT methodology itself so that practitioners and 
organisations can be more confident of success and the failure rate reduced 
dramatically. 
a) Ongoing Change Requirements: 
Practitioners have confirmed their belief that there is not just a future for BR but 
furthermore there will be an increasing need for it as organisations face the following 
challenges: 
 The World is changing rapidly in a context of the need for businesses to evolve 
and become ever more efficient.  The “easy” efficiencies have been exploited and 
it is increasingly difficult to find ways of producing products or providing services at 
lower costs 
 Customer needs are ever changing with changes in the demographic leading to 
different expectations around the way in which services are delivered including 
channels, accessibility and choice 
 Market changes affect private sector business more markedly with the global 
economy impacting on competitiveness of price and speed of production.  The 
latest developments in the steel industry with cheaper imports available from China 
have left investors no option but to seek to sell steel manufacturing businesses in 
the UK with a devastating impact on employment 
 Legislative changes affect both the public and private sector which will continue to 
require changes to the way in which goods and services are provided 
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“The complexity of the market of all markets is just increasing exponentially so new 
business starting mergers acquisitions wanting to transform your business there will 
still be outsourcing deals so it will definitely need to continue.  Hopefully everyone can 
get better at it – and quicker at it because the disciplines of actually doing IT 
transformation is still complex and difficult but hopefully we will get better at it.  There 
is also the interesting factor of disrupted businesses, new starters or different business 
models coming into the market which forces old organisations to change as well.” 
Interviewee 5 
b) Future of IT and Technology: 
Technology continues to advance with rapid progress being made in process 
automation and self-service offering opportunities that organisations cannot ignore. 
“We will see more and more automation so I can imagine in the future business 
analysis – we do a lot of business analysis, understanding processes – I think we will 
find ways of automating that using process automation techniques.  I think the 
challenges for transformation will become bigger and bigger just in terms of what is 
expected from the outcomes.  I think we will see changing consumer behaviours 
around more and more people wanting to do more and more things themselves and I 
think this will help businesses as it takes the onus away from them in terms of providing 
customer service.  I think methodologies will get stronger and better in terms of 
recycling knowledge into the methodology” Interviewee 2 
c) Future of TUs: 
Whilst the influence of TUs is perceived as on the decline it is likely, given the need 
for more automation and less human resource required, that they will see a 
renaissance as employees become members in an attempt to fight the reducing 
workforce. The direction of travel will be more towards organisations working with 
stronger TUs as a result of their increasing political profile as result of balancing the 
power of employers with employees: 
“In terms of Trades Unions – at the moment it is a weaker trades union I would say not 
as strong I am aware of that so in terms of TU It may depend on the government it 
may depend on the scale of the change that has got to be had I mean you could argue 
some departments have to make 40% cuts so if any time were the time this would be 
the time for the trades unions to step up so yes that would be a watch this space”. 
Interviewee 12  
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Study Limitations: Issues associated with Data Collection  
There is no doubt that any piece of research conducted by a single individual 
researcher within limited timescales, limited resources and limited access is bound to 
have limitations. However, the main role of the researcher is to manage the limitations 
and to justify the Study’s validity which is achieved by ensuring the objectivity, rigour 
of analysis and the quality of findings.   This section explains how the issues 
associated with this research have been managed proactively to ensure that the 
limitations do not influence nor negatively impact the Study significance.  The content 
to follow discusses issues with the study design, bias and the generalisability of the 
findings. 
 
1) Study Design 
The lack of response to the initial pilot survey demonstrated either a lack of interest in 
the companies surveyed or a lack of “experience” of undertaking transformation. The 
only companies which responded, which had an interest in supporting the study, were 
companies where their main line of business is to “sell” transformation to its clients.  
The “car crash” as described by the intermediate review panel led to a fundamental 
decision to focus on practitioners, consultants and experts in the field of BR.  Of the 
two companies selected on that basis only one responded positively to the request for 
the more extended fieldwork involving wider surveys and interviews across their 
organisation.  At this stage consideration was given to abandoning the concept of the 
comparative nature of the study however because of the scale of the organisation 
responding, Capita, with its breadth of businesses operating within it, it became clear 
that a comparison would be possible comparing how Capita delivered transformation 
for its clients, working alongside them and how it did its own transformation for its 
contracts on acquisition to achieve the benefits envisaged in bidding for such 
contracts. By approaching the “external” consultancy division and the “internal” 
transformation team within its large local government sector operations it was feasible 
to retain the comparative approach. 
 The design of the survey structure had to achieve its objectives in terms of 
testing the Study Propositions.  A positive Likert scale was the ideal design to capture 
perceptions of “best practice” in the design, implementation and post-implementation 
of BR projects.  In order to test the relevance of the Study’s new approach of ER, in 
terms of solving issues and challenges currently associated with BR, it was essential 
to identify the gaps between perceived best practices and existing empirical practices. 
This was the fundamental technique underpinning the overall research design; to 
prove or disprove the relevance of the Study significance.  The survey was intended 
to tease out best practice and the interviews to test out in a more qualitative context 
the difference between the interviewees’ perception of what good practice should look 
like and the actual reality of delivering BR within existing methodologies.  It was not 
the researcher’s intention to simply prove or disprove the Study Propositions were 
relevant but also and more importantly to make sure that they would provide a practical 
solution to address issues associated with BR.  The highlighted issues were then 
explored further subsequently in the interviews.    
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 Critics may suggest that the positive nature of the statements would lead to 
positive responses and therefore support for the Propositions however the Likert scale 
model allows for disagreement at two levels.  Indeed, as can be seen from the 
statistical analysis of the survey there was not unilateral support for all the statements.  
Furthermore, there were differences between the two teams which provided a critical 
instrument to identify the topics that needed to be investigated in more depth in the 
interview stage. 
 The nature of the study was to capture as much knowledge and experience as 
possible from the target audience.  The need for demographic data depends on the 
nature and objectives of the study, particularly where it is going to be applied or used 
to investigate the needs of a particular group and where the outcome would be to 
recommend changes, for example, to a service offering.  In this case the knowledge 
levels and experience of the participants was of more relevance than for example their 
age or gender.  This was captured as part of the interview process with a specific, 
direct question about the years’ of experience each had in BT and in total the 
interviewees had a combined 181 years of experience or an average of over 12 years.  
In terms of the external team this average was over 15 years and for the internal team 
this was an average of 10 years.  Therefore, it was not considered of value to include 
demographic questions as the methodology recommendations would not be 
influenced by the usual individual characteristics.  
 
a) Single Case Study 
“We must emphasise that no research strategy is inherently superior or inferior to any 
other, consequently, what is most important is not the label that is attached to a 
particular strategy but whether it will enable you to answer your particular research 
questions and meet your objectives”, Saunders et al., (2007). 
As described above this research is based on a “two-case” case study within Capita 
group where the two cases are represented by two distinct and large teams who are 
focussed on delivering BR.  One case is the internal team who deliver BR internally 
through the reengineering of business processes which are run by Capita through 
outsource arrangements.  The second case is the external team who provide 
transformation services and support innovation projects for external clients through a 
typical consultancy role.  The first limitation that could be associated to this particular 
research, which has already been referred to, is the reduced number of cases. It 
should be acknowledged that the findings would have a stronger scientific basis when 
more than two cases are included, however, this limitation does not detract from the 
significance of the findings and would pave the way for a theoretical replication and 
therefore, provide a platform for future research.  According to Yin (2003), the single-
case design is justified under the following conditions: when the case represents (1) a 
critical test of existing theory, (2) a rare or unique circumstance, (3) a representative 
or typical case, or when the case serves a (4) revelatory or a (5) longitudinal purpose  
 However, limitations to single case studies have been acknowledged in this 
Study. Yin pointed out the fact that single-case designs are vulnerable because the 
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researchers have “put all their eggs in one basket”. In other words, a case may later 
turn out not to be the case it was thought to be at the outset. Therefore, the first 
problem in opting for a single case is “misrepresentation”, where the case is neither 
critical nor rare. The other issue raised is the “generalisation” of the findings. In 
general, criticisms about single-case studies usually reflect fears about the uniqueness 
of conditions surrounding the case. However, in conducting a multiple-case study, the 
most important and determining factor of the choice is the issue of “feasibility”. As 
mentioned by Yin, the conduct of a multiple-case study can require expensive 
resources and time beyond the means of a single student or independent research 
investigator. And therefore, multiple-case design should only be preferred when the 
researcher has the choice and the resources. In other words, it is not a matter of how 
many cases should be done, but rather how many could be done by a single 
researcher.   
 The previous argument of feasibility in terms of time and resources is certainly 
a major issue in justifying the choice of doing a “two-case” case study. Having 
acknowledged the vulnerability of the single-case study as compared to the multiple-
case and driven by the desire to conduct a reliable study, the choice of the “two-case” 
was deliberately made.   
 According to Yin (2003), “even if (the researcher) can only do a two-case case 
study, (his) chances of doing a good case study will be better than using a single-case 
design”. He provided two arguments in justifying his view. First, even with two cases, 
there is a possibility of literal replication – i.e. predicting similar results. Analytic 
conclusions independently arising from two cases, as with two experiments, will be 
more powerful than those coming from a single case (or single experiment) alone. 
Second, the contexts of the two cases are likely to differ to some extent. If under these 
varied circumstances the researcher still can reach common conclusions from both 
cases, he will have immeasurably expanded the external generalisability of the 
findings, again compared to those from a single case alone.  The contexts of the two 
teams forming part of the study are distinctly different. Whilst they share employer and 
company brand they have completely different rules of engagement and business 
objectives.  For the external team they are paid generally on a fixed term to undertake 
project based BR whereas the internal team are focussed on achieving TOM and 
savings to which the business is committed.  The latter case presents a distinct 
difference in the involvement of the two teams with the internal team engaged and 
responsible through to the embedding of new TOM into BAU.  Finally, in the context 
of this study, Yin recommended a situation where the researcher may have 
deliberately selected two cases because they offered contrasting situations, internal 







b)  Population and Sampling  
In sampling, units are the things that make up the population. Units can be people, 
cases (e.g., organisations, institutions, countries, etc.), pieces of data, and so forth. 
When using total population sampling, it is most likely that these units will be people. 
Sampling, in case study research, usually relies on small numbers with the aim of 
studying in-depth and detail.  Gill and Johnson (1997) advocated the value of working 
with small samples.  Seeking a richness of data about a particular phenomenon the 
study sample is derived purposively rather than randomly.  
  In this study, the decision was to use total population sampling which is a type 
of purposive sampling technique where you choose to examine the entire population 
within the case study audience, which included both internal and external 
transformation teams within the chosen company Capita (i.e., the total population) and 
which had a particular set of characteristics. The reason for choosing total population 
sampling approach in this case was because firstly, the population size of the three 
teams within Capita is relatively small with 76 consultants in total.  In total population 
sampling, researchers choose to study the entire population because the size of the 
population, that has the particular set of characteristics that we are interested in, is 
typically very small.  Therefore, if you fail to include a small number of units (i.e. 
people) in your research, a significant piece of the puzzle that you are trying to 
understand may be missing.  In terms of the super population of large scale 
consultancies operating in the UK, Capita is one of 34 which in terms of national 
generalisation across transformation consultancies the research findings ratio is 1:34. 
 Secondly, the population shares an uncommon characteristic in this example 
which is the fact that the people (i.e., units) of interest are all involved in delivering 
transformation projects day to day in a practical context whether internally or 
externally. Since the total number of practitioners is very small, it made sense to survey 
all of them and then to follow up with a number of qualitative semi-structured 
interviews. Due to the very small sample sizes and the uncommon characteristics of 
populations that make up a total population sample, researchers generally look at 
these samples in-depth using qualitative research methods. 
  
c)  Ethics 
There is widespread debate about the basis for ethical decision making in social 
research; these include commitment to participants’ rights, for instance, data 
protection and privacy. It is essential to adhere to the confidentiality of data and any 
business data protection. An ethical dimension must be adhered to in all aspects of 
business and this is no different for research in the academic world. “Confidentiality is 
commonly understood as akin to privacy”, Oliver (2003), cited by Wiles, R. et al. 
(2006).   In general, promises of confidentiality in research are concerned with who 
will have access to the data collected and how the data will be used. 
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 In looking at the area of commissioning surveys and interviews, Gill and 
Johnson (2002) suggest guidelines in relation to the ethical dimensions.  The survey 
design and interviews, especially the choice of questions, required the consideration 
of the writer before they were issued.  Results of the surveys and interviews could 
perhaps lead to decisions that affect the respondents.  The writer had to consider 
these issues prior to researching the subject.  Ethically both parties should be made 
aware of these decisions and therefore the writer informed all parties of the research 
topic, the process to be adopted and communicated openly with all involved to avoid 
any misunderstandings or mistrust.  Candidates invited to participate in this research 
were contacted by email with an attached letter and information sheet about the Study 
and the process being followed. 
 At the beginning of the survey and each interview participants were informed 
about how their responses would be treated in terms of anonymity in respect of specific 
comments and advised that the information would be used purely for this research 
project. Permission was obtained from them for the inclusion of anonymised quotes to 
be used in study publications, agreement for the transcript and the recording of the 




The greatest concern about case study design has been the role of human subjectivity 
when selecting evidence to support or disprove, or when choosing a particular 
explanation for the evidence found. This subjective bias can also enter into the conduct 
of experiments, and in the design of questionnaire as well, and to an unknown degree. 
Other concerns about case studies are related to problems of bias, reliability and 
validity, generalisation, time and information overload. 
 Bias is a form of systematic error that can affect researches, investigations and 
distort the measurement processes. Miles and Huberman (1994) identified three types 
of biases that include: The holistic fallacy: Interpreting events as more patterned and 
congruent than they really are. The elite bias: overweighing data from articulate, well-
informed and usually high-status informants and vice-versa. The going native: losing 
the perspective or the “bracketing” ability, being co-opted into the perceptions and 
explanations of local informants. 
 A biased study loses validity in relation to the degree of the bias.  It is difficult 
or even impossible to completely eliminate bias and in the process of attempting to do 
so new bias may be introduced or a study may be rendered less generalizable.  
Therefore, the goals are to reduce bias and for both investigators and readers to 
comprehend its residual effects limiting misinterpretation and misuse of data.  There 
is a risk that the survey design, by using a positive Likert scale, has led to an element 
of social desirability bias however adopting the comparative approach has revealed 
different degrees of similarities and differences between external and internal teams.  
Also comparing between best practices, explored within the survey and existing 
challenges and issues associated with the empirical world has minimised it.  Removal 
146 
 
of bias from the research process ensured that the strategy is replicable by a future 
researcher following the same methods and using the same type of sampling thus 
increasing the validity and reliability of the study.  
 Symon and Cassell (1998) argued that “the Researcher’s individual bias can 
affect the research process badly in many ways including the selection of samples, 
the issuing of questionnaires and interviews and the data analysis”.  Steps must be 
implemented to minimise or eradicate the researcher’s prejudices and bias from the 
research conducted and the results.  Standardisation of the interviewing process also 
ensured that by implementing the method uniformly if there is an expressed difference 
of opinion in reply to the questions the variations will be a true difference of opinion by 
respondents. 
 Reliability and validity are ways of demonstrating and communicating the rigour 
of research processes and the trustworthiness of research findings.  Reliability 
describes how far a particular test, procedure or tool, such as a survey, will produce 
similar results in different circumstances assuming nothing else has changed. On the 
other hand, validity is about the alignment of what we believe we are measuring to 
what we intend to measure.  “In qualitative research, reliability can be thought of as 
the trustworthiness of the procedures and data generated”, Stiles (1993), cited by 
Roberts and Priest (2006).  Similarly, Bryman (2004) argued that “it is concerned with 
the extent to which the results of a study or a measure are repeatable in different 
circumstances”. 
 A major consideration in the interview process was the influence of interviewer 
bias on the reliability of the data collected.  As Easterby-Smith et al. (1991) highlighted 
the purpose of the research interview is to “understand the meanings interviewees 
attach to issues and situations in contexts that are not structured in advance by the 
researcher’s assumptions”.  A deliberate effort was made to prevent interviewer bias 
through the design of the interview guide which was tested with one of the 
practitioners. This prevented the interviewer from influencing the way in which 
questions were posed.   
 Moving backwards and forwards between the data and making firm links 
between interpretations and the data by, for example, using verbatim examples of 
participants’ comments in written accounts of the findings support reliability and 
readability.  Roberts and Priest (2006), argue that “validity is assessed in terms of how 
well the research tools measure the phenomena under investigation”. The validity of 
the findings is however strengthened by the methods adopted as interpretations have 
been tested by returning to the data to actively seek contradictions to theories. In 
addition, comparing between two types of data, which investigate the gaps between 
current practices within two different business contexts, supports overall the study 
reliability. 
Reliability is achieved by demonstrating that the research process, such as the 
data collection procedures, can be repeated with the same results.  The focus of this 
study’s reliability is to minimise the errors and biases that are associated with data 
collection starting from the use of a Pilot Study to validate the matter of interest and to 
empirically adapt the most appropriate design for achieving the study objectives.  
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Furthermore, the dual approach of survey/ quantitative and interviews/ qualitative data 
capture has strengthened the data reliability. Having developed these tactics for 
justifying the quality of data collected and the research design applied, it is possible to 
state that this study has been conducted aligned to these standards of quality. 
 
3) Generalisability 
One of the basic roles of social research is to establish the circumstances in which a 
study’s findings can be generalised. Critics typically state that single cases offer a poor 
basis for generalisation. This generalisation should not be taken only as “statistical” 
generalisation – as for survey research – but rather as “analytical” generalisation 
where the investigator is striving to generalise a particular set of results to some 
broader theory.  Both types should be addressed in discussing issues related to 
findings’ generalisation.  
  
 Whilst this comparative case study has been founded on a single organisation 
with one brand and whilst the internal team only work within the same company, the 
participants from the external team are delivering as consultants to different clients in 
both public and private sectors.  Across the external team each had an average of 15 
years delivering BT and moreover they had also worked in other companies and 
consultancies namely Deloittes, Alvarez Marcel, Axon, Cap Gemini, Serco, Ernst 
Young, Central Government, Ministry of Defence, Oracle and Dixons.  The Study 
focussed on exploring experience and knowledge of delivering BT across their careers 
as opposed to focussing on their specific Capita experience.  In this regard Capita was 
a vehicle for accessing various experienced practitioners.  On this basis it is possible 
to state that issues related to generalisability of the Study findings have been 
addressed. 
 
 Yin (2003) suggested four tests that seem to be commonly used to establish 
the quality of any empirical social research. These include: construct validity, internal 
validity, external validity and reliability.  Construct validity entails establishing correct 
operational measures for the concepts being studied. The major risk facing a case 
study investigator is to fail in developing a sufficiently operational set of measures and 
that “subjective” judgments are used to collect data. Yin identified three tactics to 
increase construct validity when doing case studies. First, the use of multiple sources 
of evidence during data collection. Secondly, the establishment of a chain of evidence 
and thirdly having the draft case study report reviewed by key informants. This study 
applied Yin’s first and second tactics in order to increase construct validity.   The choice 
of a mixed research approach involving quantitative and qualitative methods (surveys 
and interviews) could come up against all those who criticise this methodology for lack 
of scientific rigour and reduced possibility of generalisation. The Theoretical 
justification would be aligned with many advocates who have stipulated, such as Miles 
and Huberman,1994; Stake,1995; Burns,2000; Yin,2003; that the case study 
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methodology could expand the research in a field without having to rely on 
frequencies. 
  
 Internal validity is assured by establishing a causal relationship whereby certain 
conditions are shown to lead to other conditions. These “threats” to validity are a 
concern for causal case studies in which an investigator is trying to determine whether 
event x led to event y which is especially the case for this Study as it sought to identify 
the impact of the TUs, HRM and Leadership roles on BR project outcomes. Basically, 
this Study design was focussed on exploring inferences between the current 
challenges and issues of BR projects and the relative levels of involvement of TUs, 
HRM and Leadership. During both the inquiry and analysis, questions such as: is the 
inference correct; have all the rival explanations and possibilities been considered and 






This Chapter has discussed the philosophy underpinning the research design, 
comprising of a combination of quantitative and qualitative methods.  The research 
strategy justified the selection of a comparative case study applying a survey and 
complementing it with semi structured interviews.  The research limitations and issues 
associated with data collection have been discussed.  The analysis from both the 
surveys and the interviews can be grouped as follows: 
 
 BR methodologies development – There is overall agreement (98%) that the 
three dimensions of BR theory (process, people and IT) should be addressed in 
the TOMs of BR project.  Capita use their own methodology which whilst having 
numerous phases still focusses on the three stages described in the methodologies 
referenced in Chapter Two, AS IS, TO BE and delivery and in that regard the 
methods have not developed significantly since the 1990s. 
 
 BR Motivation – whilst the analysis identified many reasons for undertaking BR, 
including performance improvement, increased quality, increasing customer 
satisfaction, increased market share at the root of all of these aspects was the need 
to either save costs or increase income/ profitability. The survey showed that only 
39% agreed that cost was the main motivation for change whilst the each of the 
interviewees through discussion concluded that it is inevitably and mainly about 
saving cost.   IT is seen as enabler to all of these requirements as opposed to being 
a motivation in itself as demonstrated in the survey result wherein 77% disagreed 
that IT was the main driver for change and 68% said it offered an opportunity for 
BR. 
 
 BR Market Competition – In the UK organisations depend on external 
consultancy to deliver its BR projects.  For the large transformation projects there 
are a small of large purpose-built consultancies.  Nevertheless, internal 
transformation teams are deployed where a business has a significant number of 
operations where their contracts or business conditions require them to deliver 
services more efficiently on an ongoing basis.    
 
 The Role of IT – the findings confirm that the majority of BT projects rely heavily 
on IT applications and whilst it is not the main driver for change it is the main 
enabler for change specifically if the business case is built on saving significant 
costs with IT replacing human functions where possible.  However, it is still possible 
to apply BR without new systems or technology where the degree of change 




 TU impact on BR – 72% agreed that TUs should be consulted or involved in the 
BR project however there is a consistent view that the relative strength of TUs and 
therefore their impact on BR projects is declining. 
 
 
 Projects’ Implementation – Projects are still showing a high failure rate in terms 
of achieving the business outcomes for different reasons.  One of the main reasons 
was resistance to change by the workforce.  The analysis also shows that there 
are challenges relating to skills and knowledge loss as a result of BR projects that 
aim to reduce the cost of workforce replacing it with systems that accelerate 
processes and/or require less human resource.  Also there is a lack of resource 
planning which would allow the business to identify key skills and employees.  One 
of the key reasons for resistance to BR is employees feeling insecure however the 
analysis shows that 86% agree that if employees’ roles are matched to their skills 
more competently then they would feel more secure and satisfaction would be 
improved (88%). 
 
 Workforce Engagement – consistently there are strong opinions that workforce 
engagement is critical to the success of BR projects.  Key findings include: 
 
o 93% stated that the workforce should be engaged and involved in the BR 
project from the outset 
o 98% stated that the workforce should be involved in testing the new 
processes and/or systems 
o 77% felt that employees should be represented on project boards 
o Surprisingly 100% agreed that employees need to understand their role in 
delivering the benefits of any change project. 
 Despite such strong support for workforce engagement across the audience 
 there is little evidence of such involvement taking place in practice. 
 
 
 The Role of HRM – in key stages of BR projects there is an absence of HRM 
representation as a stakeholder and as a strategic partner.  At the planning stage 
there is no obvious involvement of HRM even though 100% agreed that Employers 
need to recognise the key skills of their individual employees before and during BR 
projects. Furthermore 100% stated that employees are more productive when the 
business recognises their key skills and uses these in placing people in the right 
roles in the future TOMs; 88% stated that employees are less likely to leave the 
business if they are satisfied with their job content and 91% agreed that they will 
be more satisfied if it matches their capabilities and if they are rewarded for their 
performance.   
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At the design stage again there is no consistent HRM support evident in ensuring 
that changes to roles and new role descriptions are aligned to new processes even 
though 100% agreed that employees are more productive if the business 
understands their key skills and in doing so directs them to the most suitable roles.  
There was a divided opinion as to whether new processes always require new 
skillsets with 45% agreeing that new skillsets would be needed and 39% 
disagreeing.  Despite this 68% agreed that roles should be restructured as part of 
the design process and 75% said that they do review roles as part of the BR project.  
In contrast HRM are regularly involved in the implementation stage but purely to 
undertake or advise on the legal requirements including consultation in respect of 
TUPE and/ or redundancy processes.   In terms of recruitment and redeployment 
82% stated that it was not preferable to recruit new employees for new processes 
rather employers should re-assign or redeploy existing workforce where they had 
the right skills for the new roles (67%). Again despite the above and strong views 
that HRM should be involved at Board level in any change projects (74% agreed) 
in practice this was absent. Finally, there was no obvious HRM involvement post 
implementation in ensuring that new processes were adopted and employees’ 
performance is managed in complying with new processes.   
 
 Role of Leadership – Leadership style is critical to the success of the project with 
100% agreement that Leaders should be visible and supportive during the process 
of change which requires a transformational leadership style.    
Leaders are also key to the success of delivering outcomes and are accountable 
for the delivery of the benefits of the change project with 95% agreeing with this 
statement however surprisingly in terms of responsibility for the actual realisation 
of the benefits only 64% felt that this lay with Managers.  This contrasts with a total 
of 96% stating that employees are critical to the success of delivering the change 
and the outcomes furthermore 98% agreed that employees must be empowered 
to achieve those benefits.  
 
More specifically Operations hold the key to delivering the benefits envisaged in 
the business case for the change project.  They are critical to tracking the savings 
in terms of a financial performance measure but also to ensuring that the new 
processes are adopted, that is, they are responsible for ensuring that employees 
are working to and using the new TOM.  If there is a behavioural issue driven by 
workforce resistance to change, they need to manage performance and improve 
communications within the operation.  If it is a technical problem with the processes 
or the systems, they have to work with the relevant experts to fix these issues or 
revisit the design.  Either way as leaders of the operation they are responsible for 




The success of the project can depend on the quality of the handover from the 
project implementation team (be that internal or external) to the “business as usual” 
operation which reflects the criticality of the role of leaders not just during 
implementation but post implementation. Similarly, leaders have to ensure CI 
through their employees with 100% agreement that employees are critical to the 
sustainability of CI. 
 
 The Future of BR - Practitioners are confident that there will be an increasing need 
for BR as organisations face increasing challenges in the future.  Regardless of 
whether organisations are providing public services or marketing services to the 
global economy either reducing budgets or the need to increase market-share 
means that cost reduction will continue to be a significant driver.  Such 
organisations will need to become more innovative in finding solutions to reducing 
costs as any easy options have already been exploited.  Fortunately, the view is 
that technology will continue to develop and new technology solutions will emerge 
that will help with those challenges.  In addition to cost challenges, amendments 
to and new legislation and customer expectations, exacerbated by the changing 
demographic, will also require changes to the services provided particularly by the 
public sector.  As long as the future of BR is assured there will continue to be a 
market for external consultancies and a demand for the methodologies to support 
them. 
Following the theoretical analysis, a number of study propositions were developed 
and a framework introduced for advancing BR methodology and to support 
implementation of new TOMs with a view to increasing the success rate of such 
projects.  The Research design justified in Chapter Three aimed to explore the 
challenges and opportunities of BT according to current empirical practices.  This 
Chapter has discussed the Data collection methods initially through a pilot study 
which the led to the full fieldwork study.  The data collected has been analysed 
using two different approaches in order to frame the findings.   
 
  There follows in the next Chapter a discussion including a critical 
assessment of the findings which will compare the data, findings and outcomes 
from the two different perspectives, internally applied BR and external.  Further it 
will contrast the theoretical approaches described in the literature to the practical 
examples explored through the Fieldwork with practitioner operating in the field of 
BR today.  Finally, it will revisit the initial propositions to test out the validity of these 







Chapter Four – Findings and Discussion 
 
This Chapter will discuss what is happening currently in BR (As Is) based on the 
Fieldwork investigation.  The surveys provide insight as to how the two teams, internal 
and external, believe BR should be conducted; what they perceive best practice to be.  
There is a comparative approach comparing the two sets of data, quantitative and 
qualitative, collected from the survey and the interviews to identify the gaps in current 
practices, challenges and opportunities in BR and subsequently introducing solutions 
that takes into account the similarities and differences in implementing BR projects in 
two different business contexts.  This includes a discussion around the issues 
identified in current methodologies, taking the empirical findings from the interviews 
(and the surveys) and comparing these to the theoretical findings identified in the 
Literature Review in Chapter Two.  It will include a critical assessment of the study 
findings; adding findings to the literature review and an assessment of the findings 
versus initial objectives and perceptions. 
 Based on the analysis and investigation of the issues and gaps identified from 
current empirical BR practices, the Proposed Framework is tested and validated and 
there follows a description as to how the current methodologies could be improved 
applying this study’s holistic model for BR and adopting the new concept of ER in both 
methodologies and TOMs. 
 By the end of this Chapter, it will be possible to accept or to reject the study 
propositions which underpin the conclusions, suggestions and recommendations for 
future studies and current practices described within Chapter Five.  These 
recommendations aim to have a positive impact on the outcomes of future BR projects 
because they are based on empirical practices explored from two different business 
perspectives i.e. Consultancies and Outsourcing Providers. There is no doubt that 
there needs to be further investigation through a larger sample of organisations that 





Synthesis of Empirical and Theoretical Findings 
Chapter Three outlines in some detail the journey of the Research project and the 
rationale for the change in approach from a study which would compare the two 
contexts British and the Middle East to one which focussed on the British business 
context.  In summary the political situation within the Middle East, specifically Egypt, 
and concerns around Human Rights, instability in the area and the potential 
inflammatory conflict of interest between employers and TUs led to a decision to 
change the approach and for the study to focus on current practices within the British 
context.  As discussed in Chapter Three the pilot study revealed a previously 
unexpected factor which impacted on the returns from the pilot study audience in that 
the only companies to respond to the pilot were those who are heavily involved in 
delivering BT on behalf of organisations and also in transforming the new contracts 
that they secure through competitive processes.  The assumption was made that the 
study would be more productive and feasible whilst still providing access to 
professionals undertaking BR by focussing on two companies which have BR at the 
heart of their business strategy.  As described unfortunately one of the companies 
withdrew which left one company Capita in the frame for the in-depth fieldwork.  On 
further investigation it became clear that a comparative case study would be feasible 
due to the way in which Capita organises itself with a consultancy arm that supports 
other businesses to undertake redesign – delivering in an external context and internal 
teams which focus on delivering redesign in effect to Capita’s business units which 
are contractually required to deliver savings and service improvements as a result of 
contracts won and which transfers operational responsibility to Capita.  This allowed 
the Fieldwork to deliver the objectives of testing out approaches to BR in two contexts, 
internal and external, examining the similarities and differences between the two in 
order to identify the challenges and opportunities in relation to BR. This was further 
strengthened because Capita as a case study support and deliver BR design both in 
the public and the private sector. 
 Prior to the Fieldwork the theoretical analysis revealed that organisations 
demonstrated an apprehension and reluctance to undertake BR because of concerns 
around the cost of such projects and their ability to secure a return on their investment.  
This was exacerbated by the failure rate of projects which is still in the region of 50 to 
70%, (Eftekhari and Akhavan, 2013). BR projects also were associated with 
redundancy and cutting costs which impacted on the morale of the workforce and at 
that time caused conflict with the TUs both of which impacted on the productivity of 
the businesses and the relationships between employer and employee.  The 
investigation revealed that those factors in the main are still relevant however what 
became obvious was that another factor affecting business’ willingness to undertake 
BR was the lack of expertise and knowledge to deliver these projects themselves.  
This has led to a dependency on external consultancies which whilst costly still 
represent a more affordable and attractive option for businesses. This is in part 
because they are unable to justify carrying the burden of cost of their own teams.  To 
sustain a team of enough scale and with enough expertise is not practical for most 
organisations furthermore attracting and retaining staff with BR experience and skills 
is difficult especially when linked to the cost of acquiring the right talent to do this 
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effectively.  Also using external consultancies introduces more objectivity to the design 
process and also allows the organisation to hide behind the professionals and distance 
themselves somewhat from the recommendations. Some programmes require teams 
of significant scale for longer term projects and organisations even though they may 
have some internal capability and capacity are not able to scale up to support these 
larger whole-sale transformation programmes.  Deploying consultancies does have 
some drawbacks in relation to the issue of implementation and subsequent CI which 
are discussed in more detail later in this Chapter. 
 Turning to the main drivers for BR, the motivation for businesses and 
organisations to undertake BR projects, the theory depicted in the main developing 
and emerging technologies as the most significant factor acknowledging there were 
other drivers for BR.  The investigation revealed more clearly that BR has thrived and 
continues to be viewed as a necessary “evil” because of the pressure to reduce costs.  
The survey results underplayed the need to save money as a significant motivation for 
BR with only 39% agreeing that cost reduction was a main driver for change.  However, 
the interviews revealed a very different picture and collectively there was an admission 
that costs ultimately are the main reason that Capita are asked to support BR or to 
take on services so that costs can be reduced.  This difference between the survey 
and the reality of cost reduction as a main motivation for BR was exposed through 
questioning which demonstrated the relative importance of saving money.  It can be 
concluded that whilst theory and the survey results seemed to concur the reality of BR 
projects is that their main objective is generating savings for business and project 
outcomes are focussed on reducing the cost of services.    There appears to be certain 
reluctance in conceding that cutting costs is at the heart of BR whilst in practice the 
practitioners are in no doubt about what they need to achieve, be that internal or 
external.   Securing a competitive advantage specifically within the private sector is 
still a factor enabling businesses to respond to new products and markets; however, 
this still requires these types of projects to respond to a need or desire to compete 
financially as well as to offer a better customer experience.  Other reasons were 
revealed including changes in legislation particularly pertinent to the public sector, 
which requires different solutions and products leading to the need for new TOMs.  
Technology is definitely in the category of an enabler for BR and the main source of 
opportunities to reduce cost rather than it being a driver for change in itself.  The 
investigation exposed the value of IT as an option to replace human-driven processes 
and therefore, allegedly cut the cost of service delivery and this is discussed later in 
the Chapter.  Certainly the opinions solicited described the need for IT as critical to 
being able to take costs out of the operation:  
“Most transformations we’re engaged in, IT has either been the reason for the 
transformation, or it’s an enabler. I mean technology’s always an enabler, but 
sometimes you use an IT system to support the transformation and sometimes the IT 
is the transformation, and again, it is less about the focus on the IT, and more about 
the focus on the requirements, and the design and what the IT needs to do, which is 





One other significant finding from the study is the value of BR if applied as a 
tool to help organisations to solve other problems or address issues that could lead to 
retrospective and more significant challenges downstream requiring in turn more 
dramatic changes.  One respondent identified the value of BR to improve performance 
and to support problem diagnosis as a treatment which is not fully appreciated within 
the current context yet it is one which would benefit organisations and result in more 
cost effective solutions identifying the need for change and the root cause of problems.  
 Addressing the gaps uncovered between empirical world practices and existing 
theory one key tool that has evolved over the last ten years or so is the emergence of 
outsourcing as means for organisations to achieve greater success and, better still, 
guarantee cost reduction and service improvement outcomes.  The increasing 
challenge on businesses, both public and private sectors, to deliver higher quality 
products, better customer journeys for less cost has driven them to exploit the 
opportunity afforded by building in cost reduction, service improvements, etc. into 
contracts with third party suppliers. 
 Third party suppliers are obviously motivated to make a profit out of such 
ventures and still have to make the savings that the client requires.  This suggests that 
clients ought to be able to achieve the savings themselves and retain also the value 
of money which outsourcers keep for their profit however such high failure rates in 
organisations achieving benefits realisation (50 to 70%) has driven them to seek ways 
of passing responsibility for achieving these outcomes to third parties who either “bake 
in”/ guarantee the savings or are performance managed on delivering such savings 
through financial penalties.  These are enforced via contract law. 
“In our outsourcing world, especially in the public sector it’s all about committing to a 
transformational saving and guaranteeing that number, and if it’s not delivered, it’s on 
the overheads. Yeah, and also, it’s not just saying OK we’ll save you a million pounds 
now, it’s saying, OK, we’ll save you a million pounds this year, what are you going to 
do for the next year, or the year after, and the year after that, so it’s less of a long-term 
relationship and bespoke solution, it’s more of a long-term partnership and looking at 
consistent cost-reduction year on year on year. I wouldn’t say the competition’s any 
more difficult, but I think the challenge is more difficult for us all” Interviewee 6 
 The outsourcer, in “bidding” for such contracts, has to undertake significant due 
diligence in preparing their target operation and cost models.  They will develop 
commercially astute propositions that maximise their chances of success against the 
competition whilst ensuring the resulting payment profile will cover costs and deliver 
the required level of margin.  A factor for such companies is also the risk to reputation, 
they generally aren’t in the market for one off/ niche contracts, they are seeking to 
establish a foothold and therefore their track record and referencability in the field is 
also very important to them.  From the fieldwork it is evident that there is a great deal 
of effort and cost (which ideally has to be recovered from the “win” price) that goes 
into in effect a business case.  This will take into consideration, as far as possible, the 
current operating model – the As Is situation; interpret through the specification and 
sometimes through dialogue with the client their specific and detailed requirements 
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and expectations; design of a new To Be TOM which will meet requirements but which 
will also enable the savings, profit and costs of implementation to be met.  The TOMs 
in these scenarios tend to require wholescale of BR and transformation, generally 
requiring up-front investment in technology because in an outsourcing context the 
change and savings required are usually dramatic.  However, there are examples 
where the redesign if focussing more on process efficiency and improved performance 
management of the function and the workforce.  As a direct result of the outsourcer’s 
need to achieve the stated requirements, or risk reputational or financial damages 
(through penalties) their business cases are usually robust, challenged internally at 
executive level before bids are submitted thereby increasing the chance of success 
and reducing the risk of failure.  This is not always the case however and there are 
examples where unforeseen, unanticipated or undiscovered requirements arise that 
can lead to profits being diverted to cover additional cost of implementation or 
operation or to pay financial penalties.  Post contract signature there is usually a clause 
that allows the supplier to “true up” their bid assumptions and to check for changes 
since the contract went to market (as for some contracts many months can elapse 
between the tender and the successful bidder being appointed) however some clients 
are now precluding contractors from truing up as the “preferred bidder” stating it is for 
the companies to assure themselves of the requirements through the clarification or 
dialogue process.  The most successful companies, such as Capita, are however 
extremely experienced and successful in this field and have supported their clients in 
delivering millions of pounds of savings through their thorough approach to 
establishing if there is a business case for delivering the desired savings and service 
improvements. 
 The outsourcing model therefore has offered organisations alternative solutions 
to transforming their businesses and achieving savings without risk and one might say 
responsibility.  However, one of the consequences of outsourcing, particularly where 
the contract is of five years or more and/or it involves a significant proportion of their 
total budget, is that it then limits the client’s ability to achieve further, additional savings 
or changes to service because they have contracted to a certain model for a stated 
price.  This can have the effect of gearing the savings total to be achieved so that a 
far greater percentage saving is required from the retained service portion to achieve 
the required cash value amount.  Some organisations, mindful to this risk, will build in 
future savings profile; most contract allow for change control which allows either party 
to propose changes and both parties can negotiate the outcome but ultimately the 
contract can be “set in stone” and an unwilling outsourcer can if they choose hold their 
line and pricing.   
In reality the larger outsourcing companies take a more pragmatic approach to 
such challenges.  Highlighting the difference between an outsourcer/ supplier 
relationship and a (strategic) partnership approach Capita have been prepared to work 
with their clients to help them to achieve their new or changed objectives.  This is for 
a number of reasons including the desire to secure the contract next time around; the 
opportunity to extend the contract (within the European regulations) and secure the 
business for longer if possible and to improve their reputation and referencability as a 
partner who will work with its clients and be agile and flexible in the face of shifting 
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legal, financial or competitive contexts.  They will evaluate the advantages and 
disadvantages and secure the best combination of benefits for themselves whilst 
enabling the changes to the contract that will satisfy the clients’ requirements.  
Ultimately these companies are required to make money, they need to deliver profits 
to their shareholders but equally they need to retain a reputation for supporting their 
clients in a partnership setting and that can also include “gain share” arrangements 
where there is an agreed split of benefits/ excess savings between them and their 
client.  These clauses can be used in such scenarios and also in addition proactively 
offered by the outsourcer when they identify opportunities for additional savings that 
could be achieved through BR, be that tweaking current operating models or 
transforming them through the introduction of technology or other infrastructure that 
can drive down costs.  Who pays the price in these scenarios?  This depends on the 
“treatment” or intervention required to meet the revised requirements.  For example, 
reducing costs in a customer service environment can be achieved by simply reducing 
the service levels so that less staff are needed to deal with customer enquiries in which 
case the workforce may suffer, unless they can be effectively redeployed, and the 
customer who receive a poorer service however particularly in the public sector needs 
must and drastic measures may be necessary.  Another way of reducing the cost to 
serve would be to reduce contact that requires human assistance or mediation.  In this 
case improved self-service options could put the burden on customers to help 
themselves and for those who can the service may even be perceived to improve as 
access hours are extended however again the workforce may need to reduce to free 
up the savings to pay for the investment in technology and once that is paid off to 
deliver more savings to the client. 
 Undoubtedly the use of outsourcing as a way of achieving or better still 
guaranteeing cost reduction and/or service improvement is a new concept for the new 
millennium, one that has emerged as a practical tool for organisations who are afraid 
of the risks of transformation and who might not have the skills and expertise either 
commercially or specifically around BR to apply this to themselves. 
 In general terms, the introduction of BR methodologies in the last century gave 
rise to excitement and optimism within businesses that these could offer real solutions 
for issues encountered, be that needing to save money or to respond to changing 
customer requirements or different markets.  Expectations were high and therefore the 
ensuing high rate of failure in delivering the desired outcomes resulted in some review 
of the methodologies and included concessions from some of the main proponents of 
BR methods, such as Davenport and Hammer, that the heavy focus on IT and 
technology as the saviours for businesses may have been optimistic or given too much 
emphasis.  Indeed, the main creators of methodologies explored in Chapter 2, in 
addition to Davenport and Hammer, including Lucas, Harrison, Guha, Manganelli and 
Harrington, focussed almost entirely on the implementation of the concept and forgot 
to explore the relative suitability of the method depending on the context in which it 
was to be applied.  Their methodologies mainly describe the stages that should be 
included during the introduction and implementation of the concept and in effect to the 
observer might be interpreted as the same wine in different bottles. 
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 The introduction of new manufacturing methodologies, such as the Japanese 
Kaisen model, worked effectively in the manufacturing context and gave rise to the 
development of Six Sigma as the next “new” thing to be introduced into both service 
and production business contexts.  This method introduced the concept of incremental 
improvements and provided new tools for CI as a real alternative to radical change it 
supported tweaks to existing practices and recommended cyclical reviews. However 
today there is still a lack of acknowledgement that Six Sigma cannot be applied in 
exactly the same way in the service sector as it can in manufacturing.  Empirical 
practices indicate successful outcomes of Six Sigma projects in manufacturing 
conversely in service business contexts there are still concerns around the fact that 
they do not achieve the same outcomes as in manufacturing.  Recent investigations 
focus mainly on the factors influencing success and failure rather than exploring why 
it works in manufacturing and not in service sectors.  This study has focussed on 
understanding and investigating why BR has not progressed significantly and 
improved its results and also why Six Sigma achieved such positive outcomes in 
manufacturing but is still limited in the service context. 
 
 Recently, in the last 10 years efforts have been made in other studies to 
investigate further the reasons for failure and success in BR projects without seeming 
to revisit the core theory of BR which has resulted in little progress.  The rationale 
behind this investigation has been to unearth and analyse why organisations are 
continuing to struggle but yet still are repeating the same methods.   
 
 Based on theoretical analysis of the BR design concept and its projects in the 
empirical world it is obvious that the theory underpinning methodologies and 
subsequently applied in TOMs in order to implement such projects, in both business 
and manufacturing sectors, is focussed heavily on investigating business processes 
(AS IS) and introducing enablers which are in the main technology enablers such as 
CRM, ERP, self-service etc.  The figure below describes the dimensions of BR which 
are included in TOMs but highlights the fact uncovered through this study that the 
workforce element whilst acknowledged as critical is not being addresses properly in 
projects today.  Instead the workforce is seen more as stakeholders than real enablers 
which makes them absolutely critical to the success of the new TOM.  Instead of 
treating the workforce as an action on a project plan to consult with them they should 
be treated as fundamental to the redesign process and as such given more priority 
than the technology or the process.  This is because they are the resource on whom 
the business depends to deliver new processes and deliver the benefits envisaged 






 Figure 14 – Three dimensions of BR  
  
 As discussed in Chapter Two there are three forms of BR which are considered 
incremental, radical and sometimes a combination of both.  It is essential to distinguish 
between the three forms in relation to the dimensions explained above.   
 BR can appear to involve process redesign only which is typical of a LEAN 
Six Sigma approach to incremental redesign such as cutting out some steps 
in processes that require communicating but not necessarily require new 
skills 
 It can involve some degree of process change and require some changes 
to the technology that supports the process which requires training for 
people who use the system and undertake the project.  An example could 
be existing systems are upgraded and provide opportunities to make the 
process more efficient.  This could be described as a mixed approach.   
 It could involve all three aspects requiring redesign to the process, the 
technology and the organisation structure.  This would be at the radical end 
of the BR spectrum and would depend on the business needs and the 
business case.   Examples could include moving from face to face to self-
service in respect of customer services.  This would involve a technology 
investment in accessible services but the role of the advisors would need to 
be adapted moving away from processing to enabling and supporting 
customers to serve themselves, see Appendix F, the Customer Service 
Process map for one of the customer service operations delivered by Capita 
for one of their clients.  Moving to a new or different facilitation role such as 
that of a floorwalker would require skills that would enable the workforce to 
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be able to “train” customers to use the self-service.  Another example would 
be introducing webchat taking customers away from the phone and meaning 
that written skills are required as opposed to verbal/ telephony skills.  Such 
changes in functions require that job roles are revisited and that the 
structure is redesigned.  However, in some cases it whilst a radical BR 
project it may result in no change to the workforce roles but simply mean 
less staff are required or the operation is moving to new location to save 
money and therefore will involve the need for redundancy and/or 
redeployment.  
 
 The current methodologies academically propose the three dimensions which 
are people, process and technology but there is scant attention paid to the human 
dimension in practice throughout the project.  However whether the redesign is more 
around tweaks or improving current operations, which might only involve two 
dimensions process and people, or be more of a transformation resulting in dramatic 
changes to the operation which would require typically all three dimensions to be 
involved including IT, people are critical to delivering the whole and therefore adequate 
attention and resourcing needs to be devoted to ensuring that the human dimension 
is involved, considered and redesigned as appropriate to deliver any new TOM.  It is 
noticeable that the people dimension is involved in all forms of BR because the 
workforce is required to deliver the operation and any changes to that operation. 
 The theory needs to underpin the methodology and the methodology needs to 
support successful implementation and whilst people are included in the current three 
dimensional approach clearly in practice this is not being given the priority it needs to 
ensure success.  People are treated more as a cost factor than an enabler; HRM 
involvement in current practice is not supporting the view of people as enablers but 
more a resource to be managed.  HRM are involved purely to deliver a “hard” HR role 
rather than involved strategically in the design of the new model and the associated 
implications for the remaining roles for people within the new TOM. 
 Critical to developing the methodology is an acknowledgement of the significant 
differences between BR projects within a manufacturing environment where the 
Kaisen methodology, for example, was so successful and those which are applied to 
services environments where the key difference is that human resource is the principle 
or main enabler but people are not like machines.  They do not perform exactly the 
same with every procedure; as individuals they are likely to react differently to change 
and even with specific and defined processes are likely to perform these differently 
from one day to the next. 
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It is worth highlighting that one of the areas of confusion exposed in practice is 
in designing appropriate TOMs that suit: 
1. The To Be design for the business 
2. The business case for the change 
3. The suitability or relevance of the chosen methodology in the context of the 
business in question. 
 It is possible to state that designing TOMs is one of the critical success factors 
for the successful implementation and this is why attention has to be paid to identifying 
the dimensions needed to be addressed and that whatever form of BR is being 
undertaken the workforce must be affected and therefore must be involved more 
fundamentally in any BR project. 
 Turning now to the IT dimension within the diagram above, Davenport was the 
main proponent of IT as an enabler for BR and identified technology as critical to 
making the most out of operations by accelerating performance, increasing 
productivity and reducing faults.  Systems such as ERP and CRM were extremely 
popular in the early 90s and are still used extensively today in an effort to unify systems 
across bigger businesses and providing a single platform from which the executive 
can have visibility of all its divisions’ performance and with CRM its customer 
interactions.  As discussed previously Six Sigma took this further by introducing the 
concept of waste particularly in the manufacturing industry and fine tuning productivity 
and perfection to the optimum.  Since that time and still today there is no doubt that 
technology is continually evolving and changing the world we live in to a remarkable 
extent and probably far beyond that envisaged or imagined by the academics at the 
time the methodologies were introduced.  Nobody can deny that technology has made 
a significant impact not only in the industries of manufacturing and science but also in 
the service industry and in management through its capability and advancements in 
communications.  Even in the day to day world the reach of technology into most 
homes has exploded which in turn has an impact on customer expectations and their 
preferences for how they wish to receive services.  It is no surprise therefore that IT is 
still regarded as the main enabler particularly for BT helping organisations in all sectors 
to cope with the rapidly changing environment.  Most methods therefore have retained 
a heavy focus on IT and most business cases include investment in IT to a lesser or 
larger degree in order to drive out savings or to achieve other requirements such as 
achieving an increased customer base or improved customer satisfaction.  This driver 
to primarily meet customer needs is particularly relevant and will be discussed later in 
this Chapter.  Secondly technology has enabled businesses to cope with the pressures 
resulting from rapid world change and globalisation. 
 Theoretical evidence on the relationship between BR and organisational 
effectiveness indicates that the role of IT is so important in BR projects (Hammer and 
Champy, 1993; Attaran, 2004; Eardley et al. 2008; Ramirez et al. 2010) and, involving 
IT tools in every phase of the project could facilitate the project implementation. 
Nazanin and Peyman (2013) have pointed out that the role of IT could be considered 
as “an enabler, supporter and facilitator” which also provide “disruptive technologies” 
such as shared databases and integrated systems (Presley, 2006), knowledge-based 
163 
 
systems that facilitate decision making for the organization’s objectives (Hendriks, 
1999), telecommunication and wireless communication networks that enables the 
organization’s structure be decentralized and the tasks to be distributed (Wei et al., 
2006). Eardley et al. (2008) show the role of IT in BR within six categories including: 
as a constraint, as a catalyst, as a neutral, as a driver, as an enabler, as a proactive 
and discussed the possible negative and positive role of every one of these 
characteristics. 
 Technology featured as a main driver for transformation according to the 
analysis from the interviews however conversely in the survey only 23% agreed it was 
the main driver.  This question solicited one of the starkest differences in opinion 
between internal and external practitioners.  The external view was that 96% 
disagreed it was the main driver for change whereas 41% of the internal responses 
felt it was a main driver.  What is apparent is that whilst you can change processes to 
achieve some degree of efficiency and improve the customer experience, where you 
need to make significant savings technology is usually required in effect to take human 
resources out of the process thereby saving costs.  
“I think it’s more difficult these days I mean you can change the way business are 
working without investing a lot of money in technology, so the two don’t necessarily go 
together. But in this day and age, as you look more and more towards aggressive 
savings, and again in my world, that means self-service rather than answering a 
telephone call, you can’t do that without technology” Interviewee 6 
 Over the last ten years, practitioners and academics alike have tried to find 
solutions for the challenge that have arisen with the workforce as a result of the need 
to introduce cuts and redundancies to save money and reduce costs which has been 
achieved by replacing humans with technology or machines.  Eventually everybody 
acknowledged the negative impact that BR projects were having on Employer and 
Employee relations.  It was disappointing for businesses to realise that the desired 
outcomes from such expensive projects, having invested in expertise, resources and 
technology, that the benefits were not being achieved as successfully in other sectors 
as within the manufacturing sector.  As described earlier in this Chapter there are still 
significant gaps in providing options and solutions that will successfully address these 
challenges.  
 In response to the conflict between employers and employees we have 
witnessed obvious attempts to diffuse and solve these issues within the British 
business context initially through the concept of collective bargaining and over time 
moving to the new partnership approach introduced by Tony Blair and inspired by the 
European Union in the late 90s.  Without going into too much detail unfortunately that 
gap still exists and BR is still serving primarily the needs of the employer rather than 
the employee.  The country has seen a significant decline in the popularity and 
membership of TUs largely as a result of their weakening effectiveness which in turn 
has led to a lack of trust and confidence in them by the workforce.  Clear evidence of 
the decline of the TUs is obvious and can be construed from an assessment or 
benchmarking between the current status of the TUs compared to the 70s and 80s 
specifically demonstrated by the examples of the steel and coal mining industries.   
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 Over the last 30 to 40 years the power of the TUs has been attacked by the 
political system and they have been portrayed as unwilling to embrace change and 
move with the times.  For these industries the price was high and due to the cheaper 
cost to import these commodities from outside the UK, such as China and India, these 
trades have almost disappeared leaving swathes of employees without a job and 
without the skills to meet the requirements of the new “service” industries.   Putting 
costs and profit to one side if there had been a more equal partnership and more 
willingness on both sides to embrace change more focus could have been applied to 
looking at job design and job creation.  Ultimately it might have been possible to deliver 
different outcomes after all the whole process of business and the creation of products 
and services is to serve humans/ customers.  There were other hidden costs 
associated with the decimation of such industries, financial costs in terms of benefits 
and human costs in terms of the impact on whole communities both of which directly 
impact on the economic climate and retail sector.  In other words, if the employer, 
employee and TUs had a different relationship, one based on collaboration and 
working together more like a partnership which would address the true cost and 
benefits of different options then more sustainable and beneficial solutions may have 
evolved.  Different approaches to dealing with the human impact of BR projects need 
to be developed and tested which will start to provide more positive options for the 
workforce, society, economy, political context and improve the principle of diversity 
and equality across the whole community. 
 One of the key objectives of social science is to achieve the best outcomes and 
benefits for communities and society.  As we develop everything around us, new 
approaches to management, different knowledges, different sciences, the main goal 
should be to improve prosperity and that progress is serving the needs of communities 
and customers not just the needs of business and therefore we need to search for 
alternative options for BR that achieves a balance across all parties.  Plainly, the 
current practices and the role of the TUs needs to change, to strengthen in order to 
better represent the needs of the workforce by increasing the confidence of employees 
in their ability to effectively represent them and increasing the confidence of the 
employers that they will work with them, embrace the opportunities afforded by 
technology whilst also ensuring that the workforce are supported in dealing with the 
fall-out from such BR projects.  The new role recommended for the TUs will be 
explained in more detail in the wider recommendations. 
 Investigating in more depth the matter of interest regarding BR projects’ 
implementation, the literature stresses that the majority of BR methodologies involve 
four distinct stages: initiation, design, implementation and delivery of outcomes, (Klein, 
1994; Ahmed and Simintiras, 1996; Motwani et al, 1998; Radhakrishnan and 
Balasubramanian, 2008). The initiation stage involves an assessment of the current/ 
AS IS practices and issues and endeavours to find the root causes of problems and 
areas of opportunities to exploit to achieve the business objectives.  Initiation also 
involves setting out the programme of change which will include the timescales for the 
project.  Interestingly one of the most senior experts consulted as part of the process 
expressed strong views that in some cases transformation programmes are taking too 
long and that this will affect their outcomes.  If a programme takes longer than a year 
165 
 
the world will have moved on, the baseline changed and the potential to achieve the 
original objectives may have shifted making the chances of success more remote:  
“It is a bit like having a patient in, in the hospital. The sooner you know what’s wrong 
with them, the sooner you can help them on their road to recovery. And equally, if 
you’ve got a business that’s got a problem, the sooner you can find the issue, stop the 
bleeding, stop the cash outflow, stop the good people leaving because they don’t see 
a future in the business, the sooner you can put that it on the road to, improved 
performers.  Speed is everything in transformation, and people that tell me they’re 
working on a three or a four year transformation, I normally look at them and my eyes 
glaze over a little bit. Some things may take a few years to do, but you ought to be 
able to prioritise and get seventy or eighty percent of it done within nine to twelve 
months maximum.” Interviewee 1 
 Preparing for change is key, whilst stakeholder engagement is recognised as 
important during projects the need to prepare the business for change was recognised 
as key before the project even kicks off, “The best way to implement a change is to 
ready your business for that change”. 
   This stage should involve the review of the business case and this is extremely 
important to ensure that the business case is realistic, as discussed earlier, and that if 
implemented it would address the issues in practice as discovered by initiation 
activities correcting the perception of the issues as appropriate.  If this review is not 
given due regard, then the investment in resources may be wasted and the business 
outcomes not achieved.  Arguments that developed during the interviews state that 
this was one of the major causes of failure of BR projects because they were trying to 
achieve unrealistic expectations around timescales, resources, investment costs 
and/or the benefits.  In the case of the outsource model it is critical that this 
assessment of the business case is undertaken during any contractual due diligence 
stage however clients are getting wise to this presenting an opportunity for bidders to 
back track on commitments so are beginning to narrow down scope for change beyond 
the best and final offer stage.  However even in a non-outsource environment 
businesses are committed to the project at the outset through the Project Initiation 
Document supported by the Business Case (strategic, outline or “final”) and whilst 
Prince project management recommends gateway reviews to consider and 
accommodate changes in scope, costs and benefits these are clearly not being 
applied effectively otherwise the failure rate would not be so high.  
 Following the review and ratification of the business case, supported by 
effective risk management, the next key stage in initiation is to prepare the business 
for the next stages of design, implementation, transition, measurement/ evaluation of 
success culminating in the move to Business As Usual supported by a CI agenda.  
This preparation phase should involve leadership commitment and support in 
identifying the full impact and requirements for resources and any procurement to 
acquire the enablers to deliver the project.  For example, design may require IT 
systems to understand the capability and how that can influence the degree of 
transformation and therefore the design; implementation may require workforce 
management practices to identify any performance dip which may need to be 
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anticipated and/or supported to avoid dissatisfaction or penalties (in the case of an 
outsource) or to better set the expectations of clients and customers.  Initiation needs 
to involve setting the baseline or benchmark against which the success can be 
measured and reasons for failure understood at a more granular level of detail so that 
they might be addressed in future projects or within the operation as part of BAU and 
CI. 
 On reflection the role of Leadership and HRM in the initiation stage should be 
significantly enhanced in order to reduce the risk of failure of the overall project (Habib, 
2013).  From the Leadership perspective they need to be more involved and not just 
in governance, escalation and risk management but in understanding the likely 
implications of the project on the overall business and “getting under the skin” of the 
impact on key stakeholders.  Current practice, indeed encouraged by Prince to an 
extent, is to delegate the delivery to the project team and only consider items by 
exception however it was identified by one of the interviewees that the day to day 
presence and encouragement of the perceived “leader” has a profound impact on not 
just the project team but on all resources affected or involved in a project:  
 “We had Leadership, we had a guiding coalition, we had buy in from senior 
management, we had change agents rippling across the organisation, we had various 
different  catalysts around the business in terms of change agents, change leadership 
programmes  in place so we had all of the right things, you know, engines kind of 
ticking away to really get behind this and create the culture shift required but what was 
really interesting was as soon as we lost our senior leader, our CEO, the whole thing 
fell apart.  For me it demonstrates that leadership is a massively, hugely important role 
to play but at all levels within an organisation and I think what it also demonstrated 
was that down at lower levels perhaps people weren’t supporting us as they suggested 
they were.” Interviewee 12 
 As for HRM then their role in initiation in practice is largely around the hard 
aspects of HR, particularly in outsource projects involving TUPE, rather than 
supporting the project with information and insight around the skills of the workforce in 
scope, the key performers and key knowledge holders.  Closer involvement during the 
initiation stage would help HRM to have a greater understanding of the AS IS 
assessment and enable them to flag up any challenges foreseen in terms of skills gaps 
and opportunities for skills matching.  They would be able to provide early warning of 
potential implications for workforce reduction and increase the time available to plan 
for better solutions than redundancy/ recruitment.  In summary these key influencing 
stakeholders need to be seen as integral to the initiation stage so that risks 
downstream are minimised and time to create alternative workforce models is 
maximised.  This would have a positive impact on the project and the investment would 
be returned through better outcomes, less disruption and fewer surprises. 
 In terms of the design stage, the AS IS analysis will have provided a view on 
the current processes which will inform the new TOM but it is critical at this stage to 
minimise risk of failure by ensuring that the detailed requirements are understood and 
that the solution is tested to make sure that it is going to meet the requirements and 
work in practice ideally providing an opportunity to pilot the solution before going fully 
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live with it in the operation.  Here the role of the workforce is critical in a number of 
ways.  First of all, they know how the process works and needs to work in the future 
therefore their input into detailed requirements cannot be overlooked and whilst a 
business analyst can observe and shadow and of course bring challenge and 
objectivity to the design process it is the employee working on the operation day to 
day who will bring knowledge and experience and will be able to assess any potential 
gaps or risks in the new design.  When it comes to de-risking implementation it is 
paramount that the new processes and technology supporting them are thoroughly 
tested by not only the designers and technical teams but importantly by the staff who 
are going to use the system.  They need to be involved in user acceptance testing as 
widely as possible.  Based on business data analysis and initial business case it is 
essential to pilot the design of the TOM in association with those members of the 
workforce who will be delivering the new model which will support the real live testing 
of the new model to make sure it will deliver as expected and which will have the added 
benefit of reducing the level of resistance to change as those involved will feel part of 
the solution.  Conversely being dependent on employees to share information and 
knowledge in order that new processes capture the critical steps whilst the same 
employees are aware that in helping with the redesign they may well be helping the 
organisation to reduce their staffing levels and individuals may lose their jobs is a 
difficult balancing act to achieve.  This would have a negative impact on morale and 
also introduces risk to the project.  Here the role of leadership is of significant 
importance to reassure the workforce as far as possible of the efforts that will be made 
to smooth the impact of the potential cuts through attrition and redeployment and 
retraining for other roles where feasible. 
 HRM is not apparently involved in the review and redesign of organisation 
structures and job roles.  This is left to the project team and therefore carries some 
risk because they may not have the necessary skills to appreciate the best way to 
design jobs, how to describe the competencies and how to identify potential gaps in 
competence that would need to be trained out during implementation.  Capita as a 
consultancy will provide organisation design support on demand but it does not appear 
to be an embedded role or a key activity in BR projects.  Engagement in the design 
phase could support more effective and lower risk implementations as it would identify 
earlier the need for recruitment, job matching and/or more extensive training prior to 
go live. 
 “Making the transition from function-centred design to process-oriented design 
relies on the human resource who are required to deliver the change and whose roles 
are changed by BPR”, Wilmott (1994).  BR projects that aim to improve efficiency, 
productivity and performance should start with the human resources who currently 
operate business and who also implement the new design through Transition and 
finally deliver the Outcomes of the Project.   Ideally innovation and creativity should 
start with suggestions from the workforce to improve organisation performance as they 
deliver the functions day to day and similarly they need to be fully involved in change 
management as they are the process performers who are required to deliver the new 
TOM which aligns with the views of Wilmott. The TOM design stage should involve all 
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three of the BR dimensions, process, people and technology as discussed earlier in 
this Chapter. 
 The implementation stage is also critical to the long term success of the BR 
projects.  Having successfully navigated the design and build of the new TOM the 
implementation stage is often the shortest with many projects having only a few weeks 
to train the workforce and roll out the model.  Typically, there will be a brief period of 
support to business as usual rapidly followed by handover and often the project then 
closes particularly in projects supported by consultancies.  However, this is the stage 
where the new model is exposed to the full workforce and customers alike and despite 
potentially lengthy test phases often when the new service or process goes live it is 
then that other issues are exposed and other challenges present themselves to the 
organisation.  
 
 Change resistance can become apparent at the point of implementation despite 
there being no warning signs during the earlier project stages.  If workforce 
engagement and change management have not been effective this is the point at 
which the employees can either deliberately or subconsciously resist the change and 
if the quality assurance processes are not effective this could go undetected for some 
time.  Examples discussed in the interviews included blatant or accidental disregard 
for the requirements of a new system or process, such as neglecting to complete the 
new CRM system to record each customer enquiry.  The impact of such an omission 
can have short term benefits, such as reducing the transaction handling time, but 
longer term that information would have supported more effective and speedy call 
handling and crucially may be required to support the effective measurement of drivers 
of customer demand.  In the case of outsourcing this could also impact on the ability 
of the supplier to report as demanded by the contract and could result in financial 
penalties.  The reasons for resistance are numerous and can apply differently to 
individuals working in the same operation.  The impact of cuts and redundancies may 
lead to a deliberate attempt to slow the realisation of benefits so that the employees 
keep their jobs longer.  If the training has not effectively emphasised the importance 
of following each process step, then they may simply be unaware of the necessity and 
the impact of not following the procedure.  It is essential that the way in which staff 
performance is measured is adapted to reflect the new processes; what was important 
previously may not be as important for the new model.  Continuing with the same 
example of updating a CRM system, the process steps to update the system will add 
time to the average handling time of a call which may have been a “measure” against 
which staff were performance managed.  Increasing the average handling time will or 
should have been reflected in the workforce planning, as discussed earlier, and 
therefore staff need to be reassured that management understand it will take slightly 
longer for each call but they should also be briefed on the requirements and 
dependencies on using the system and short term benefits and long term gains of 
using the system.   
 Technology can play a role here too for if there are any deficiencies in the 
system or if the system performance is poor then it can quickly lose the confidence of 
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the workforce who may then feel forced to work around it in order to do their job.  Once 
the technology is fixed then it can be extremely difficult to retrain and educate the staff 
to go back to trusting it and using it.  This emphasises the need and value of thorough 
user acceptance testing and pilot implementation where possible. 
 Depending on the nature of the project implementation can coincide with an 
immediate reduction in job roles either delivered from within the organisation subject 
to the change or possibly through a new outsource delivery model.  Reductions or 
relocation of operations which result in significant loss of jobs can be potentially 
accompanied by a significant loss of knowledge and skills.  Any deficiencies in the 
capture of processes and the skills required to undertake the new roles during the 
initiation and design stages will potentially lead to operational challenges as not only 
is the model new but the experienced staff who would have known how to roll systems 
back or understand what “good looks like” may have left.  In the outsourcing context 
in particular this is a significant challenge as the contractor/ supplier will be relying on 
the degree of information capture and knowledge transfer either to knowledge 
systems, process and technical design and/or to the training collateral to ensure that 
they are all aligned to the detailed requirements of the process.  This also emphasises 
the value of involving the workforce as far as possible in all stages of the project 
provided that the concerns around cuts and redundancies can be overcome or 
managed effectively: 
“Change can’t be done in a box somewhere else so it can’t be done to the business it 
has to be done with the business. They to feel they are part of it, they have to 
understand the benefits of it as well but also the costs that are going to come with it.” 
Interviewee 12 
 
 The current role of HRM is perceived by the interviewees as not as involved or 
supportive as it might be.  The Ulrich et al model (1995) deployed in many big 
businesses such as Capita has led to a more hands-off approach with HR experts 
providing guidance on “hard” HR issues and depending on the line managers to 
execute procedures and practices.  In the case of Capita and outsourcing contracts 
they do have special HR teams who focus on transitioning employees into Capita 
where a TUPE situation applies thereby looking after the legal and contractual 
requirements around staff and TUs’ consultation, terms and conditions comparisons 
through the “measures” process, pensions’ transfers and the documentation 
confirming the transfer to employees.  They support the operational managers in 
fulfilling these legal obligations and usually there is a workstream within the project 
described as HR which covers the legal tasks associated with redundancy and/or 
TUPE as appropriate.  However, this falls short of the wider HR requirements for a BR 
project, in other words supporting the identification of key performers, key skills etc. 
and importantly in getting involved in the design of new roles and ensuring that staff 
are able to take on the new role or their development needs are catered for as 





“The key thing is somebody – HRM? – needs to validate that the new roles are fit for 
purpose”, supported by the arguments of (Habib, 2013; Ahadi, 2004; Al-Mashari and 
Zairi, 2000; Hammer and Champy, 1993) who stated that the absence of HRM is one 
of the main failure factors related to a lack of workforce engagement causing change 
resistance. 
 Typically, the staff will be trained in the new process or new systems but there 
is no evidence of a skills matching process which may be because of a lack of resource 
or a lack of insight as to the skills available within the teams in scope.  Any mismatch 
or shortfall will come to light during implementation which in turn will impact the rate of 
achievement of the benefits.  
 Earlier the role of Leadership in initiation was discussed and emphasised the 
importance of their taking part from the outset of the project and remaining close to its 
progress throughout.  During implementation the role of leaders is still critical however 
this can be the time when their presence diminishes as they turn to other projects and 
priorities; as the project and governance close down they become distant at a time 
when their reassuring and influential oversight might be most needed.  Strategically 
they feel they have fulfilled the goal the new model has gone live and yet they still 
have a role to play around monitoring the implementation and bedding in of new 
systems and procedures.  Often at this time the redundancies will start to kick in and 
leadership and direction will provide support for line managers and remind the 
workforce that the model is still important and progress with implementation is being 
scrutinised and monitored:   
“Sometimes change isn’t always for the better for everybody obviously there may be 
job cuts as a consequence of it, people may have to different roles than they are 
currently performing today so it is how you manage those expectations.  And if you 
have to manage people out of the business you have to that in such a way that you 
are helping them to find something better somewhere else as well.” Interviewee 12 
 They would also be able to help with the escalation of any supplier/ third party 
issues such as around technology or other enabling infrastructure.  
 Beyond implementation can be where the real work starts.  The operation is 
often left to its own devices following a handover from the project team who may 
disperse and move on to the next project which in the case of a consultancy-supported 
project means to a different company or organisation.  Methodologies currently do not 
appear to cater for this stage in projects possibly because technically speaking the 
project will have delivered its objectives around the new TOM and therefore should 
close down.  However, it is very rare for the business case benefits to be achieved 
simply by moving to a new model.  Some benefits may be experienced almost 
immediately such as customers benefiting from a new channel of access such as a 
self-service portal but this rarely applies to cashable benefits except in the case of an 
outsource where cash savings have been guaranteed contractually.  Even in the latter 
case however the outsource company, as in the case of Capita, still will have to drive 
out the cost and the causes of cost (demand) in order to translate the commitment to 
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clients to a real reduction in expenditure.  Operations need to ensure that they have 
allocated resources to support the effective baselining and measurement of the stated 
benefits or key performance indicators to ensure that the model and their operation of 
that model is working and delivering as expected.   
 Various tools are used to measure performance such as benefits cards or 
balanced scorecards; the latter typically measuring four sectors including financial, 
processes, employees and customers.  The operation will be responsible not only for 
achieving the cost reductions (in an outsourcing contract this will mean in in line with 
the contractual commitments) but also the key performance indicators to ensure that 
the service is not suffering from a customer or quality perspective.  In a contractual 
context failing key performance indicators usually results in penalties typically of a 
financial nature. 
   
 Experience shared during the interviews highlights the challenges faced by 
operations who might feel they have been dealt an unfair hand, that the targets are 
too challenging and all the extra help that was available during the project, the project 
team, is not available to help them to achieve the business case outcomes.    Here 
lies a major reason for the failure of BR projects in terms of delivering their desired 
outcomes.  Operational engagement may have been minimal during the project; they 
may have been involved in key stages or sign off of various designs but their needs, 
views and experience may not have been taken into account and therefore like the 
staff they may feel a lack of ownership of the model and distance themselves from the 
delivery of the outcomes.  Whilst this Chapter has already touched on the current role, 
and some of the challenges of these, for Leaders and HRM then another significant 
stakeholder, the Operations management (which may be some steps removed from 
the Leadership role) may not always be involved, (Ozcelik, 2009; Herzog et al, 2007; 
Tennant and Wu, 2005; Campbell and Kleiner, 2001; Marjanovic, 2000; Zucchi and 
Edwards, 1999; Wilmott, 1994).   Prince, as a project management tool tries to cater 
for this by including the role of Senior User in the governance structure but this will 
generally only receive exception reports and risks and issues as prepared by the 
project manager so this may not necessarily flush out the debate and true engagement 
of operations in the key stages which becomes a problem post implementation. 
  
 Tracking the delivery of benefits is not so much of an issue in an outsourcing 
contract, as described above, the client is guaranteed to save money through the 
contract pricing and the commercial context within the outsourcing provider, in this 
case Capita, will ensure that the budgets and forecasts for expenditure are closely 
monitored through their MOB or Management and Operations Board process.  
However, in a consultancy context the delivery of benefits and measurement of these 
is left with the client and some of the momentum to measure and save may be also 
lost with the departure of the project team. Whilst this is largely a problem for the client 
who may be unable to drive out the savings required it will also affect the reputation of 
the company providing the consultancy who may possibly get the blame for the project 
not working.  Similarly, the technology may also get the blame and this has been borne 
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out by the references to failure factors.  It may however simply be an inability to 
baseline and measure the effectiveness of the new model and it is important that each 
stage of a project considers the management information requirements to demonstrate 
achievement of objectives within the business case. 
 In addition, there is an issue around support and resourcing for ongoing CI.   
Once a project has completed the operation has to then deal with any new 
requirements that may arise for any number of reasons including: 
 Customers’ needs change 
 Legislation changes mean the service has to transform or change 
 Rapid changes in the market (including for some commercial organisations the 
global market which increases the incidence and impact of such changes) 
 Increased competition due to a competitor inventing a new product or offering 
at lower cost 
 Technology developments offering further opportunities to change and save 
money 
 
 The more recent popularity of Agile as a tool for CI, outside of a technology 
environment, has emerged in both language and practice however the skills and 
capacity within a business may mean that CI is not a reality.  This will lead either to 
the stagnation of the business or to the business needing to seek support and 
capability again from external consultancies and so the cycle begins again. 
 
 In summary, at present the TUs are not holding a strong position in which to 
truly support and assist the workforce in getting the best possible outcomes in the 
context of a business needing to change and transform.  They need to evolve so that 
they feature as part of the solution instead of being part of the problem or worse still 
not featuring at all either for staff or the organisation. The demand for BR will continue 
to increase as pressure is continuously applied for businesses to change, to reinvent 
themselves and to reduce their costs or increase their income.  The growth of BR since 
the 90s has shown no signs of diminishing and therefore it is imperative that better 
methods and practices are designed through more investment, more research and 
raising awareness about the reasons for failure in BR projects and practical solutions 
to address these. This Chapter has discussed in great depth the current roles within 
the organisations, comprised of leaders, workforce and HRM, which need to change 
and develop to ensure better solutions and better success rates at achieving the 





Validation of the Proposed Model for future, successful Business 
Redesign Projects 
 
After exploring the challenges and issues in both empirical practices and the gaps 
identified in the theory discussed earlier, the study model which was proposed in 
Chapter Two needs to be revisited and validated based on the feedback from the 
Fieldwork investigation.  The justification and arguments for adopting this revisited 
model are discussed in in detail this section.   
 
 The first study proposition, identified in Chapter Two, which stated, “for effective 
implementation of BR projects three dimensions of the concept, process, technology 
and people should be addressed in the new TOMs”, has been validated however 
within the three dimensions gaps have been identified in the detail underpinning the 
people dimension and it is essential that these gaps are addressed as part of the new 






Figure 15 – Three dimensions of BR TOMs 
  
 The study’s first proposition was based on STT, introduced by Bostrom and 
Heinen (1977) that claims for a successful management system, social aspects and 
technical aspects should be addressed and applied in management practices during 
ordinary operations and transformation and/or change programmes. Theoretical 
analysis and best practices in HRM recognise the importance of the ‘human’ 
dimension within BR TOM (Willmott, 1994; Campbell and Kleiner, 2001; Zucchi and 
Edwards, 1999; Marjanovic, 2000; Tennant and Wu, 2005; Ozcelik, 2009 and Herzog 
et al. 2007). Given that the focus of this study is on BR project implementation and 
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post implementation it follows that these aspects of BR projects require that both social 
and technical aspects are addressed in TOMs, as well as requiring their successful 
interaction. 
 According to the survey findings, 98%, felt that employees should be involved 
in testing any new systems and processes.  In both these aspects given the overall 
scale of agreement there was little variance between the two teams however the 
internal team were more strongly in favour of involving employees in this way with 96% 
and 100% in agreement with the two statements respectively versus 91% and 96% of 
the external team 
  
 
 Too many projects are labelled transformational change, when the reality is 
anything but transformational. Simply tinkering with models of service delivery rarely 
achieves any fundamental, long term benefits if the aspect of how the workforce is 
going to deliver the new model is not addressed.  BR currently focuses on eliminating 
problems, streamlining processes, adapting technologies and the nuts and bolts of 
project delivery.   Organisations have, to date, lacked an approach that supports and 
provides the skills and knowledge required for delivery of BR outcomes. The key to 
transformational change is to sustain focus beyond the initial achievements. It is 
essential, therefore, to put in place employees with the skills and knowledge to support 
the realisation of benefits to ensure the long term vision and expected benefits are 
achieved.   
 
 Indeed, Leadership has to be committed to ensure benefits realisation remains 
at the heart of the change programme. But benefits realisation also requires a 
structured approach. A design can support the organisation to deliver the vision but it 
must also support a benefits-led approach at every stage. The cost/benefit equation 
should be refined throughout the operating model designed to ensure subsequent 
changes support the original vision and that all benefits are realised. But organisations 
need not only to improve the chances of successful transformation projects, thus 
increasing corporate confidence, but also to facilitate the creation of a repeatable 
model of success; developing a culture within its workforce that welcomes and seeks 
out change. With this culture, an organisation can be confident that day to day changes 
are undertaken within a proven framework, conforming with the corporate vision or the 
communications strategy, for example. Every change occurs within the context of the 
bigger picture. Creating this culture of successful change will support organisations 
not only in achieving extraordinary budget targets without damaging front line service 
delivery, but also in facilitating the simultaneous improvement of services 
 
 STT and VC are two of the most relevant theories for this study because they 
articulate the importance of acknowledging and addressing how social and technical 
subsystems combine to deliver the desired outcomes of BR projects.  Current BR 
methodologies do not reflect the importance of the interaction and inter dependencies 
between both aspects.  In addition, there is a need for further research that can provide 
more insight for organisations undertaking BR projects about the kind of capabilities 
and competences they need for the new processes to nurture and develop once they 
have completed a BR project. Therefore, there is an argument that suggests a model, 
which blends BR and Change Management models, is required to build on STT and 
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VC which will support the management of the inter-relationships between the technical 
and social aspects in Management Systems.   
 Building on Porter’s VCT, STT (Porter, 1985 and Bostrom and Heinen, 1977) 
and the empirical findings it is possible to elaborate a model gathering the critical 
factors that influence the success or otherwise of BR projects. This model stipulates 
that for an effective implementation of BR projects three elements of new design 
(process, IT, people) should be addressed in the TOM, and three elements of its 
implementation (strategy, leadership and HRM) should be involved in the whole 
project as strategic partners and not just as stakeholders. In terms of post 
implementation, the study emphasises the need for CI and outcomes measurement 
as key for successful delivery. The figure below represents a revised model for 





Figure 16 – Holistic Model for BR  
 
 One of the strengths of this model is that it deals with the BR aspects 
represented in the creation of TOMs which are illustrated in the red triangle in the 
figure above. The involvement of the three dimensions has been discussed and 
validated in detail earlier and demonstrated in Figure 15. These aspects should be 
involved throughout the whole lifecycle of the project not only in the design phase and 
this was validated through the fieldwork with 98% agreement that process, technology 




 Another strength of this model is that it encompasses those key elements that 
are essential for successful change management namely strategy, leadership and 
HRM which are illustrated in the blue triangle in the figure above.  Based on the 
empirical investigation of current practices in BR explored earlier that align with 
arguments presented by Habib (2013) the study highlighted that most of the 
challenges associated with the success or otherwise of implementation of BR projects 
involve the following: 
 Change resistance 
 Lack of meaningful workforce engagement 
 Knowledge and skills loss 
 Industrial Relations issues 
 Lack of focus on CI beyond implementation 
 Dealing with these issues requires the union of leadership and HRM as 
strategic partners, not just as stakeholders to the project, which was proposed in 
Proposition 3, namely “HRM and leadership need to feature as a strategic partner in 
BR projects/ given the importance of human resources who have to deliver the process 
itself and the need to redesign the organisation and the roles within it to fit the new 
process”.  This proposition was validated by the fieldwork in which 100% believed that 
Leaders should be visible and supportive during the process of change and 
furthermore 74% HRM should be involved at Board level in any change projects.  
Adopting this model requires practitioners and business leadership to be aware that 
this model can only be applied successfully if the business strategy values human 
resource as a real asset to the organisation, is prepared to invest in its workforce and 
recognises the true value of its IC.  Usually the business vision is translated into 
mission and operations that aim to manage talent through effective talent and KM 
strategies.  These two strategies have to align with the HRM strategy as well the 
overall business strategy.  The strategic aspects that need to be addressed in order 






Building realistic and achievable projects’ business cases requires that the project 
strategy represented in the business case has to be aligned with the overall strategy 
for the business and to aim to introduce the right solution for issues or the right 
products or systems required to deal with the challenges identified.  This is one of the 
key responsibilities of effective leadership to ensure that BR projects encompass the 
following strategic aspects: 
 Vision – based on the objectives of the project such as cost efficiency; 
employee retention and/or knowledge retention 
 Mission – to reflect the vision of the project and enable the translation of the 
vision to reality through the involvement of all key stakeholders united in a 
shared vision 
 Strategy – that focuses on the role of human assets as well as IC and financial 
assets – both elements are critical.  HRM strategy aspects focus on maximising 
the value of the workforce and to direct investment towards its real assets to 
avoid wasting IC as far as possible.  The TM Strategy needs to recognise 
talents that exist within the business as well key performers and have in place 
strategies for rewarding these.  Finally, and critically there needs to be a KM 
strategy to minimise knowledge loss and in order to achieve this objective the 
business needs to understand where critical knowledge is held and by whom. 
  
 Leadership is viewed as the ability to influence the behaviour of others to align 
their goals with that of the leader.  For this to happen, “leaders must not only be 
confident but also inspire confidence in the people they interact with”, Prabhakar, G. 
(2005). 
 As is true with any leadership in different situations and organisations good 
project leaders need to get things done through others while creating a vision of the 
destination, a realistic timetable and a capacity to attract a willing team further.  “During 
the implementation phase, senior managers who sponsor projects should have 
qualities such as political awareness, willingness and ability to facilitate 
communication for the project manager, courage and support for the vision”, Helm, J. 
and Remington, K. (2005) in Vittal, S. (2008). 
 
 Leadership partnership in the BT context means the involvement of leadership 
throughout the project lifecycle from project initiation through to the delivery of 
outcomes including the assessment of risks and challenges associated with the entire 
project.  This role requires additional representation and tasks over and above the 




 Strong and effective communications across the business is essential to raise 
awareness of the vision for the business and to deliver business objectives.  Leaders 
have to be accountable for tracking the delivery of tasks which will deliver the business 
case and its outcomes through effective performance management which will be 
supported by performance reports which highlight performance against targets and 
service level agreements.  This will ensure that budgets are contained and in the case 
of the private sector that business plan is met. 
 
 Leadership style needs to be transformational to fully support BR projects and 
the implementation of new TOMs where these involve significant transformation or 
change.  Leaders need to be able to adapt their style and be flexible, working with their 
team(s) to focus more on delivery and facilitation not just on measurement and 
evaluation.  Inspiring the team requires empowerment of the workforce, not just those 
working on the project but also those who are going to deliver day to day the new TOM 
and therefore the ones ultimately essential to the delivery of the benefits.  Whilst 
Leadership is considered critical to the success of the implementation of a 
transformation project it was noted that on occasion a strong leader can actually 
disguise true buy-in by stakeholders at every level.  It seems personality can create 
momentum but if that character is removed the transformation can fail because in fact 
the stakeholders were going along with it rather than being invested in its success.  
This is a critical observation that has arisen from the fieldwork specifically that whilst 
the project sponsor and project leaders are high profile, involved and engaged in the 
project it is the operational managers, to whom the TOM enablers are delivered by the 
project, who are left with embedding the new model and essentially are responsible 
for delivering the outcomes.  There is an opportunity for businesses to consider 
assigning the leadership role of a specific project closer to the level of operational 
manager instead of them acting as the “senior user” on the board; the benefit would 
be ownership of the solution and less opportunity to disown benefits realisation but the 
disadvantage would be that what makes for a good operational manager might not be 
complementary to the skills required for transformational leadership discussed later. 
 
 In terms of the initiation stage, leadership should review the business case of 
the project assuring that it is first of all realistic and matches the business 
requirements, needs and aspirations making sure that the solutions presented by the 
business case will address the business case objectives.  Secondly to assess 
business readiness for adopting and applying the proposed TOM.  This would involve 
an assessment, based on management reports, to ascertain if the likely requirements 
for skills, knowledge and competences to deliver the new model and whether these 
can be met within the existing workforce.  This should be reviewed alongside both 
HRM and BR teams.  This key step will help to support the review of the TOM during 
the design stage and will frame the decision as to whether all three aspects of the 
TOM will be involved because, as discussed earlier, the design may only require the 
involvement of processes and the workforce in the case of incremental redesign as 




 In terms of implementation, it is well addressed in the literature that change 
resistance mainly arises in relation to issues around leadership.  They claim that 
leaders should be able to deal with the issues related to change resistance however 
the “traditional” role of leaders, currently evident in the delivery of BR projects, cannot 
fully address and solve issues related to change resistance.  They need to be involved 
from the project start to the delivery and embedding of the TOM (strategic partnership) 
and this is the only way to ensure that the leadership and line management are fully 
committed to dealing with change resistance.  For example, during the process of 
transition wherein all changes are applied and implemented, the leadership informed 
by the required targets and performance reports, should be able to plan for the 
resources, skills and knowledge required to deal with the new process or system.  It 
is critical to highlight here that this is one of the major reasons why the workforce resist 
new processes and find new ways to revert to the old methods because they are more 
comfortable with the old techniques and pressure related to delivering against 
performance targets often leads to a reversion to old processes.  Adapting to new 
processes means the business needs to plan and cater for the learning curve and any 
additional handling time whilst the workforce adapts to the new model until it becomes 
embedded and second nature. 
 
 Leadership is responsible for all aspects of the business including operation, 
transformation, transition and delivery of projects and therefore it is clearly responsible 
for identifying areas for improvement, key performers and key talents based on 
performance reports that demonstrate key performance indicators.  However, as part 
of its responsibilities communication across the organisation (vertical or horizontal) it 
is essential that leadership communicates with other stakeholders when it is required 
especially if it is linked to the overall performance of the organisation.  For example, in 
the case of identifying areas that require improvements or redesigning it is 
fundamental that leadership communicate with HRM to identify resources, skills and 
competences required for the new design.  Nevertheless, HRM should be aware of 
the skills and knowledge which exists within the organisation through skills maps and 
competency frameworks and this will be discussed in more detail below. 
 Being able to identify skills and workforce strengths should support the 
leadership in retaining the skills and knowledge that may be required by the new TOM.  
Building the teams required to deliver the new design, ideally from within the existing 
workforce, should be possible provided leadership has the right style required for 
transformation projects.  Adopting an empowerment approach that empowers these 
teams provides an opportunity to achieve practical engagement across the workforce.   
If all these conditions are achieved, it is likely that the workforce would react in a more 
positive way to the change and even though there could still be change resistance it 
would be easier to manage.   
 On reflection, the fieldwork findings demonstrated that whilst 95% stated that 
Leaders were accountable for the delivery of outcomes only 64% stated that 
operational managers were responsible.  This emphasises the importance of the 
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perceived leaders and the need for them to be visible, engaged and encouraging the 
delivery of the model beyond implementation and not just relying on operational 
managers to take it forward.  Even more important to note that 95% stated that 
employees are critical to delivering outcomes and at that level in the organisation and 
with their respective salaries and roles it emphasises the importance of empowerment 
as a model to increase the chances of success and unsurprisingly 98% stated that 
employees must be empowered to deliver the benefits if they are to be realised. 
 
 A significant part of the leadership role is about actual realisation of the benefits 
envisaged within the business case which will need to be baselined and measured.  It 
is critical to keep mining for areas which require further improvement and this should 
be addressed through the leadership reports alongside the reports measuring benefits 
realisation i.e. identifying reasons for failure and providing alternative solutions or 
better still additional opportunities to improve further. Whether BR projects are 
provided through third parties (consultancy) or implemented internally the point of CI 
has to be raised by leadership.  Where a partner has supported the transformation, 
such as a consultancy, it would be beneficial to the organisation if they were able to 
secure ongoing support to evaluate the implementation providing quality assurance 
around adherence to the target operating and to support longer term CI.  Ideally the 
contract terms would place some risk of failure against the transformation partner in 
the form of withheld fees subject to successful outcomes or resource provided (without 
extra cost) to support rectification of any failures in the model.  This is a risk that 
consultancies might not be prepared to accept which will be discussed in more detail 
in the implications for practice.   Leadership could encourage teams as part of 




HRM as a Strategic Partner and Change Agent  
 
According to Pynes (2009) “HRM is the design of formal systems in an organisation to 
ensure the effective use of employee’s knowledge, skills, abilities and other functions 
namely Recruitment, Selection, Training and Development, Compensation and 
Benefits, Retention, Evaluation and Promotion of employees, and Labour-
management relations within an organisation”.  Current practices of HRM, as one of 
the business stakeholders, emphasises that the role of HRM can be split into two 
aspects soft and hard HR.  The table below shows the different functions within each: 
 
 
Hard HRM Soft HRM 
Succession planning Job security 
Recruitment Engagement 
Selection Employee involvement 




Performance Management Reward management 
Appraisal Empowerment 
Payroll Talent management  
Attrition Knowledge management 
Industrial Relations  
TUPE  
Exit management  
Redundancies/ lay-offs  
 
Table 7 - HRM Hard and Soft Functions  
 
 Available literature and empirical practices suggest that soft HRM still needs 
more effort and attention from organisations in addition more investigation and studies 
that will focus mainly on how to improve the softer aspects of HRM need to be 
undertaken.  As argued by Ulrich and Brockbank (2005), the HRM role as a strategic 
partner is multi-dimensional. It can be that of a business expert, of a change agent, of 
a knowledge manager and it can also be that of a consultant. In other words, HRM 
brings know-how about the business, change, consulting and learning to its 
relationship with line managers.  As a strategic partner, their roles include several 
dimensions: strategy formulators, strategy implementers and change agents and 
finally facilitators and integrators. For example, in the context of new technology 
adoption, the strategic role of HRM seems to be crucial. In particular, HRM should 
have a fundamental role in change management around the definition of the skills and 
competencies necessary to adapt to the change.  However, as a part of this study 
whilst it was essential to evaluate the role of HRM within BR projects a full assessment 
of HRM functions is not required for the purposes of this study and was therefore not 




 The contribution and work of Ulrich and Brockbank (2005) represents the case 
for ensuring the strategic role of HRM and supported the formulation of this study’s 
third proposition which was “HRM and leadership need to feature as a strategic partner 
in BR projects/ given the importance of human resources who have to deliver the 
process itself and the need to redesign the organisation and the roles within it to fit the 
new process”.  However, this proposition was later examined and tested through the 
fieldwork which provided the validation of this proposition with 74% stating that HRM 
should be involved at Board level.   During the interviews however every interviewee 
consistently attested to the value of the role of HRM and actually felt that more support 
should have been provided by HRM in a number of areas of the project including job 
design, managing skills and knowledge retention and increasing employee 
representation and empowerment 
 
 
 This model emphasises the importance of the strategic role of HRM throughout 
the BR design and change management process.  This role needs to be fully involved 
at the outset of any BR project by contributing and informing the strategic business 
case so that is it founded on a strong understanding of its fit within the business context 
and the workforce capabilities and capacity.  Subsequently, at the outline and full 
business case stages HRM must be informing the risks and assumptions elements of 
the case so that Leadership fully understands the HR aspects before communicating 
the business case with business partners and seeking their shared commitment and 
ownership.   
 
Once the business case has been approved it is fundamental that HRM review 
the skills matrix and competency framework of the existing workforce to support a 
number of key activities that may be required during a BR project.  These include gap 
analysis for the To Be job roles; opportunities to redeploy existing staff to other roles 
where there is either a job reduction or their skills are no longer relevant to the new 
roles and project roles so that employees are directly involved in the projects 
themselves.  This skills matrix and competency review must be conducted as part of 
the AS IS stage in a BR project.  Following the assessment of the current skills and 
competencies compared to the business needs in partnership with leadership a 
decision can be taken earlier on in the process around the realism and feasibility of 
the proposed business case and emerging TOM. 
 
 Any organisation embarking on a programme of transformation or significant 
change needs a strategy for managing knowledge and skills loss that may result from 
such activities. Knowledge loss resulting from BR projects whether through 
redundancies or cuts exposes an organisation to considerable risk.  “Departing 
employees leave with often rare and difficult to imitate knowledge but they also take 
with them critical knowledge about what they know.  This relational capital is crucial 
for getting work done in knowledge intensive environments.” Praise et al., (2006). 
“Organisations vary greatly in how they manage knowledge workers who possess this 
tacit knowledge.  Some organisations primarily focus on maximising their productivity; 
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others focus on the importance of collaboration and team work for knowledge sharing; 
while others heavily invest in their training and development and structure knowledge 
work for flexibility and change”. (Lepak and Snell, 2002). 
 Strategies for preventing knowledge loss have become a critical organisational 
concern due to the economic downturn and workforce lay-off and also due to 
demographic changes which can affect some organisations with an aging workforce 
due to retire in significant numbers. The decision as to whether and at what level 
knowledge retention is required is based on the awareness of the risk of knowledge 
loss and an assessment as to the problem’s magnitude. HRM needs to fulfil this 
fundamental and strategic role in respect of succession planning, which effectively 
identifies and plans to retain or secure the resources which have the required skills 
and competences to deliver the new TOM emanating from the BR project.  The first 
step is for HRM to scan their workforce to identify if these skills are available internally 
and adopt redeployment practices wherever possible.  If this is not feasible the next 
stage would be recruiting new candidates who can provide the business with the skills 
required for the delivery of the new design. 
  
 In fulfilling this function it is essential that HRM are able to access knowledge 
and skills matrices to enable the HR practitioners to identify the needs required for the 
new design.  Adopting this approach has a number of advantages: 
 
 Effectively this is internal recruitment and internal candidates are cheaper to 
appoint (no recruitment costs or delays), quicker to deploy (already inducted 
and understands the culture of the organisation) and represent a lower risk 
(they are already a known quantity to the business) 
 This would improve (i.e. reduce) staff attrition as staff are retained and 
reallocated to more appropriate or newly designed roles and in addition is more 
cost effective as any previous investment in training is not lost 
 Ensures the recruitment of the most appropriate resource rather than adopting 
a riskier approach to slotting people into a new organisation design the best 
person for the job is identified and the risks, highlighted through the fieldwork, 
around loss of key skills and knowledge and the time taken to embed new 
processes, are significantly reduced  
 This will continue to support the practice of succession planning as knowledge 
loss is minimised and knowledge transfer enabled 
 Supports the identification, development and retention of flexible, accessible 
skills and competencies to fill any gaps in roles in future projects or as part of 
CI which may alter or improved the TOM 
 Finally, it would support the cooperation between the teams/ divisions 
generating a wider pool from which to find the right skills required 
 
 According to this Study Framework HRM has to be fully involved in managing 
the process within the context of legislation, industrial relations and across member 
organisations which needs to reflect the new relationship between HRM and IR that is 
based on achieving the best outcomes for all three parties, the employees, the 
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employer and the TUs.  In this way HRM will not just as the facilitator for TUPE or 
redundancies as a result of BR projects or outsourcing activities but to be involved all 
the way through the project from pre-initiation and post- implementation. 
 
 In summary, HRM has a significant and strategic importance in relation to 
improving the outcomes of BR projects.  By developing their role as outlined above 
HRM hold the key to achieving true workforce engagement by enabling and ensuring 
effective communication amongst the four key parties within BR projects namely, 
Leadership, employees, the TUs and the BR project team.   Reducing resistance to 
change will increase the successful delivery of outcomes and will also support some 
HRM-specific cashable benefits such as reducing the cost of recruitment, training and 
redundancy.  In terms of non-cashable benefits through the effective engagement with 
the TU they will increase the trust between all parties and leave a legacy of an 









This Chapter has investigated current practices in BR and identified a number of 
different that are impacting on the outcomes of BR projects.  There are a number of 
reasons for the failure of BR projects which have led to the unacceptably high rate of 
between 50% and 70% and this Study has investigated these in more detail from 
different perspectives, that of the professional supporting clients and that of the 
internal teams working to deliver its own business objectives.  The issues identified 
are diverse and include the following: 
 There has been no significant development of BR methodologies since the 
early 2000s and in fact the methodologies that do exist are repetitive in nature. 
However, the Fieldwork revealed that Practitioner in BR are addressing some of these 
gaps by introducing alternative commercial options which address specifically the 
need for clients to be confident about achieving savings.  Described in detail earlier 
the approach of using outsourcing as a means to transfer the risk but also the 
ownership and control to a third party has led to the creation of more strategic 
partnerships.  These gaps between empirical world practices and existing theory have 
been identified and therefore this Study is updating the Literature according to current 
practice. 
 Similarly, a number of issues have been identified pertaining to the practice of 
BR in the empirical world which are summarised below: 
Structure Issues – specifically the new design requirements of the workforce and the 
process of matching and aligning skills to job roles which requires a new role for HRM 
and potentially a more enhanced role for TUs around the engagement of the workforce 
given the unpredictability of human behaviour and its impact on BR outcomes.  Finally 
addressing the challenges associated with the heavy focus on IT and process aspects 
with relatively little focus on human resource aspects 
Implementation issues – leading to change resistance as a result of a lack of 
meaningful workforce engagement throughout the project lifecycle and knowledge and 
skills loss as a result of the new design 
Technical Issues – relating to IT as a tool and an enabler such as ERP, CRM and 
self-service as alternatives to human resource; better risk management around 
technology influenced projects 
Operation issues – including the involvement of operations during the project not just 
at the transition stage to increase ownership of solutions and reduce the handover 
burden 
Delivery Issues - pertaining to the effective handover of new TOMs to business as 
usual, baselining and effective measurement of the outcomes such as the shift of 
customer transactions from mediated to self-service 
Post Implementation Issues – around the approach to CI using tools such as Agile 




 An assessment of the key relationships between BR Stakeholders was 
conducted as part of the process of validating the Study Framework and is described 




Figure 17 – Interactions between BR and Organisation Stakeholders 
  
 The Study Framework introduced in this Chapter was validated based on 
empirical and theoretical investigations however it is essential to state that an effective 
methodology must encompass the following: 
 An assessment of the culture of the business affected by the BR project in terms 
of business readiness for BR 
 The design of TOMs must involve process, IT and workforce aspects  
 The involvement of leadership and HRM as strategic partners, as opposed to 
stakeholders, from pre-initiation all the way through to business as usual  
 A focus on realistic benefits realisation and ownership of these throughout the 
project lifecycle  
 Building in post implementation checkpoints as part of the methodology as well 
as embedding CI.  
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Chapter Five – Conclusions 
 
This study explored the nature and conditions of the BR market within the British 
business context. It introduces up to date investigations of the current challenges and 
opportunities of applying BR in today’s organisations across private and public sectors 
and amongst other aspects confirmed the relevance of BR as a tool which is 
increasingly popular and being deployed to help businesses to thrive and compete in 
the global economy.  A holistic and revised model of BR was validated and involved 
for the first time both change management aspects (implementation of transformation 
and transition) and methodology aspects (TOMs). 
 This study adds to the existing literature on BR providing more up to date 
progress and development in the field of BR however it also investigated issues 
relating to the workforce for the first time and provides options and alternatives when 
dealing with the need to address job cuts and redundancies.  These include 
maximising redeployment practices, natural attrition and performance management as 
opportunities before applying enforced cuts as part of BR project outcomes. This study 
also provides useful insights into BR methodologies, introducing HRM and Leadership 
as strategic partners to assure successful implementation, from a transition and 
transformation perspective.  It also provides options for future BR projects to reduce 
levels of workforce resistance that have a huge impact on the realisation of benefits 
and also to reduce knowledge loss to organisations, a by-product of significant job 
cuts, which can hinder the success rate and has the potential to undermine the benefits 
foreseen. 
 The comparative approach chosen as the study methodology improves the 
reliability and validity of the findings by contrasting between two different business 
contexts.  By exploring the conditions for applying BR both as an external treatment 
(undertaken by external consultants on behalf of clients) and as an internal treatment 
(undertaken and implemented from within the organisation by internal teams) this 
enabled an understanding of the similarities across and differences between both 
business contexts.  In addition, it highlighted the popularity of the preference to appoint 
external consultants and the competitive market that exists in this field which led to the 
most successful companies developing new approaches to support the guaranteeing 
of benefits to clients whilst generating repeat revenue and profit for their own 
companies. 
 The revised BR methodology encompasses the design of TOMs that involve 
technology, process redesign and the workforce supported by enhanced roles for 
leadership and HRM. This study also introduces the new approach, ER, offering a key 
and practical solution to address workforce issues and implementation challenges 
whilst enhancing theory development in respect of BR.  ER as a methodology will 
support the protection of IC and proposes that investment in Human Resources is 
essential as the workforce is one of the most important assets of any business or 
organisation.  If investment is not made in this asset, alongside any other more 
inanimate assets, then the benefits of BR may not be achieved. 
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 In summary the contribution and significance of this work is threefold. First, it 
contributes to BT literature by exploring theoretically and testing empirically if the 
fulfilment of basic workforce needs has a fundamental impact on the success or 
otherwise of BR projects and therefore evidences the importance of HRM and 
leadership practices in relation to BR outcomes. Secondly, it focusses not only on the 
presence of a practice but also on how employees’ roles redesign (ER) impacts the 
success of BR projects’ implementation. Finally, it sheds light on the possible 
pathways through and conditions under which ER practices are related to favourable 
BT outcomes.   
 This study also has some limitations. One of these limitations has already been 
mentioned resulting from the methodology used to collect data. First, the choice of a 
“two case” case study could be criticised as a methodology for lack of scientific rigor 
and the reduced possibility of generalisation.  The justification would be, as many 
advocates have stipulated, that the case study methodology could expand the 
research in a field without having to rely on frequencies.  Also the choice of both 
quantitative and qualitative aspects, namely surveys and interviews, as data collection 
methods provide triangulation that mainly supports the case for generalisation.  
Another criticism is linked to the study reflexivity as Symon and Cassell (1998) 
stressed the importance of an “inter-subject interpretation” where a group of people 
such as an expert panel is involved in testing the data and theory building.  This is 
therefore another limitation of the research as the interpretation and theory building 
has been performed solely by an individual researcher.  A final limitation could be 
related to the reduced number of case studies, this being based on two case studies 
(internal and external). This issue was also considered by many researchers as 
hindering the possibility to generalise the findings in order to build a theory.  It is 
important to note however that, even if the research only has two cases to support the 
findings, these two cases were deliberately selected because they presented 
contrasting situations of internal capacity versus external consultancy which provided 
the opportunity to challenge the findings and pave the way for what Yin (1993) referred 













Implications for the Theory 
 
There are a few gaps between BR empirical practices and BR literature, for example, 
the use of outsourcing as a tool to deliver BR and how BR has created additional 
opportunities for outsourcing firms to secure more outsourcing deals on which they 
can make ongoing revenue and profits. 
 This is one of the key contributions of this study to the theory highlighting the 
use of outsourcing as a new breed of BR which has not been covered to date in the 
literature.  Around 10 years ago the public sector was driven to outsource its 
operations to a lesser or greater degree in a bid to make immediate savings in the cost 
of running services.  Whilst this provided an initial reduction in costs and provided 
some guarantees around quality and service levels these same organisations were 
more or less signing over great swathes of their operational budgets and consigning 
them as income for companies such as Capita for many years (contract terms as long 
as 10 years).  Once further challenges emerged to save even more they had no control 
over that proportion of their budget and costs due to the contracts in place.   In short 
they needed to ensure or assure that such contracts would continue to be refined, 
transformed and continuously improved to drive additional savings of significant scale. 
 Capita has emerged as a company who has the scale and financial standing to 
guarantee significant cost savings (in excess of hundreds of millions of pounds) by 
taking over new operations and committing to a five to ten-year deal that will see these 
functions transformed, generating the level of cashable benefits required by local 
authorities under pressure from reducing government grants and an increasing 
demand for services such as Adults and Children’s care services.  The key to Capita’s 
success is in building into its solution the creation of its own internal teams 
supplemented where appropriate by their main Consultancy arm, Capita 
Transformation, to deliver BR post transfer of services and post TUPE of the 
workforce.  This is attractive to the organisation because Capita take the risk of 
investment and the risk of achieving the outcomes. 
 Another key implication for theory is that theories that underpin empirical 
practices should be reviewed, revisited, refined and finally filtered or updated every so 
often.  There was an absence of assessment of the existing BR theories and 
methodologies even though Hammer and Champy (1993) acknowledged that BR is 
not just about downsizing or acquisition of new technology but that it revolutionises the 
way work is done.  Most investigations focussed on the enablers’ impact (IT) and 
success and failure factors and most existing methodologies can be described as the 
same wine in different bottles. 
 It is critical to highlight that this work investigated issues related specifically to 
the workforce in relation to BR which has been one of the main challenges since the 
introduction of the concept and also introduces for the first time an assessment of the 
role of TUs and their impact on BT.   
 The research concept of ER is to explore the benefits of restructuring employee 
roles within organisations to take advantage of human resource investment and to 
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improve the organisation’s performance.  The process will involve the realignment of 
employees with the right skills and competencies to the best fit roles. This will 
potentially involve the implementation of redesigned services in the majority of cases 
will require some form of organisation re-design whether this is to reflect the 
introduction of new technology or new processes which have a significant impact on 




Figure 18 – The Methodology of ER 
 In order to articulate the key elements of change management which are 
needed to assure the benefits of BR this study aimed to prove or disprove the case for 
the concept of “ER”.  In other words, this proposition sought to evidence the need for 
the enhancement of existing BR methodologies to include the review of the skills and 
competencies required by the reengineered or redesigned business functions.   
 As a part of BR methodologies the project should involve HRM to ensure that 
they understand the objectives and requirements of the new design in order that they 
can identify within the business the best candidates to the deliver the new functions 
based an understanding of what skills and competencies are required and what skills 
and competencies the workforce has. Yang and Lin (2014) argued that “Success in 
business is no longer achieved through healthy financial statements or by having the 
most innovative product; it is achieved through people. Attracting valuable human 
resources has become a global competition. Companies should try to sustain their 
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competitive position by obtaining, developing, utilizing, and retaining valuable 
employees through various HRM practices. HRM effectiveness, including the delivery 
of high quality technical HRM and strategic HRM in a complementary manner, will 
result in positive firm-level outcomes.”  In this way HRM and Leadership should feature 
as strategic partners and be part of the delivery team not just stakeholders involved at 
Board or implementation stages.  They are the architects of the new organisation 
design to complement the new process design.  Key elements of ER should involve 
the following as conditions for applying this model: 
 
 The implementation of competency management strategy to identify key 
performers and to support the delivery of the change at operational level 
 Tasks and role re-engineering based on the roles’ requirements of the new 
design 
 Support from HRM including the development of or review of the competency 
framework, performance appraisal, skills and experience database, job rotation 
for training and producing new “performers” 
 Implementation of a KM Strategy to share knowledge and to support 
consistency and learning from the implementation itself. 
 Skills and competency matching of existing workforce  
 Redeployment, recruitment or redundancy and potentially TUPE implications 
 Succession planning 
 Leadership sponsorship to ensure that all stakeholders are bought in to the 
change and committed to/ own the benefits of the business case for change 
 Employees involved appropriately throughout the design to different levels 
ranging from informing about change, consulting on the design and outcomes 
and delivering the newly designed/ supported services 
 CI through TM and empowerment 
 TUs involvement in engaging in the process and supporting the more positive 
approach to organisation redesign afforded by ER. 
 Whilst BPR focusses on the process and systems changes, ER focusses on 
the impact on human resources and in particular the new skills, competencies and 
number of roles required to deliver the new function.  Designing and successfully 
implementing the ER model depends on the following factors: 
 HRM support throughout the process to ensure that human aspects are 
reflected in the design and the design is understood well enough by HRM 
professionals for them to specify the design and job roles which are fit for 
purpose 
 Leadership partnership to ensure that all business partners and stakeholders 
are bought in to the change and committed to/ own the benefits of the business 
case for change 
 Employees need to be involved appropriately throughout the design to different 
levels ranging from informing about change, consulting on the design and 




 TUs need to be involved as described earlier in engaging in the process and 
supporting the more positive approach to organisation redesign afforded by ER. 
 
Adopting the ER approach as part of BR projects will guarantee a more 
successful transition and lead to the embedding of change and the realisation of 
benefits as a result of the following aspects: 
 
 Employee morale is sustained and/or improved through the positive aspects of the 
ER approach to re-scope and deploying employees to appropriate roles leading to 
less conflict and the delays that are incurred by poor industrial relations and 
resistance to change 
 Staff commitment and enthusiasm for the re-design will increase because they are 
bought in to the need for change, understand the changing requirements and can 
more readily identify with the proposals for allocation of employees to skill sets 
 ER should reduce the training burden by maximising the investment already made 
in existing employees and speeding up the transition from “trainee” to skilled expert 
 Prevention of knowledge loss supporting knowledge transfer by retaining relevant 
skills and knowledge and sustaining support for sharing knowledge 
 Ongoing ownership of the delivery of benefits by the wider organisation, including 
Leadership and HRM, to ensure the project doesn’t falter once the BR team/ project 
team have finished.   HRM should have a role around tracking the realisation and 
quantification of actual benefits/ cashable savings through the organisation re-
design process. 
 
 Table 8 highlights the key differences and similarities between ER, as a new 
methodology for BR, and the traditional initiative of BPR.  The comparison is to 
highlight the current practices of BR and its future practices once integrated with ER. 
BR refers to both transformation initiatives (BPR and BPI) however as explained 
previously ER augments BR by involving the workforce dimension not only 
theoretically but also empirically.  ER is not an alternative option to BPR; they 
complement one another and combined ER and BPR will deliver better outcomes for 
BR projects.  The whole purpose of introducing this table was to highlight the 








BPR ER  
Involves IT and Process aspects in 
designing the new target operating 
models 
Involves all three dimensions of IT, 
Process and workforce aspects in 
designing new target operating models 
Process focussed Human Resources focussed 
Supposed to involve whole process but 
can exclude the people element 
In context of BR will include people 
element and the impact that people have 
on success 
Internal Internal and external (involving business 
partners) 
Tends to stop at implementation stage Should be involved throughout BR but 
then importantly into delivery of the new 
To Be processes – operationalisation  - 
beyond implementation 
Involves business stakeholders Involves HR and TU stakeholders in 
addition to business and employees 
Uses process maps to identify 
improvement potential and waste 
Uses talent management and 
performance appraisals to identify 
capacity, capability and potential 
efficiencies 
Identifies change requirements at 
system and process level, less so at 
human resource level 
Identifies key performers and uses the 
empowerment approach 
Identifies new technology and 
infrastructure gaps 
Identifies skill gaps and knowledge gaps 
Designs new processes Designs new organisational structure to 
deliver the new/ improved processes 
Depends on function and legislative 
requirements to identify To Be processes 
Depends on HR (competency 
framework) to identify role requirements 
Drivers include cost and efficiency 
potential 
Drivers include performance and 
realisation of benefits 
Aims for performance improvement and 
efficiency 
Aims for human resource investment 
Responsibility for identifying the scale/ 
nature of reduction in workforce 
Ownership/ responsibility for facilitating 









Implications for Practice 
The Fieldwork aspect of the study has exposed a number of implications for practice 
which, if applied, should significantly improve the success rates of BR projects and 
these are outlined in detail below: 
 
 Developing existing BR methodologies 
 
Unexpected implications for practice highlighted by the study include aspects of 
existing methods which should be implicit in theory but in practice are affecting the 
success of BR projects.  These include: 
 Timescales – there is a trend for transformation projects to have extended 
lifecycles with some taking over a year to complete.  Experts from the industry 
have cautioned against projects taking so long.  The timescale needs to be 
manageable in the context of realism about the scale of the task as opposed to 
the danger of a project having such long timescales that participants cannot 
see an end to the project and the project becomes a way of life, like it is 
business as usual.  A key advantage of employing third party consultancies is 
to involve people who can apply a different lens by looking at the business 
objectively from a different and potentially more commercial perspective.  If the 
consultants are employed on a project for months on end not only is this 
expensive but they can go “native” and become subjective 
 
 Root Cause-based design – Whilst many of the design-based methodologies 
including LEAN and Six Sigma recommend the end to end review of processes 
to maximise efficiency potential there is still evidence in practice that the BR 
projects are still too compartmentalised and therefore focus maybe on one facet 
of a process such as the customer service, front line element of a process.  
Whilst this is possibly as a result of the nature of the participants in the 
Fieldwork given the breadth of the company participating and its commercially 
astute operating practices it is perhaps symptomatic of general approaches in 
practice today.  This study provides a timely reminder to re-focus improvements 
and the TOM design based on root cause analysis of the issues with 
performance in the AS IS processes.  For example, there is significant focus 
still on reducing call volumes to save costs in front line staff posts by directing 
to self-service, the “new” channel, as opposed to focussing on the drivers for 
contact that may be related to poor “back office” performance and resolution.  
Providing a better self-service option will not address the root cause of the 
problem so it is critical that businesses in embarking on BR projects refresh 
their knowledge of the need to address the end to end service not just particular 
facets of that process 
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 Improving HRM Practices and Function 
 
Organisations will need to review, and where necessary improve, their HRM functions 
and practices to ensure that the following elements are embedded in operations: 
 Succession planning – assuring that the business can cope with the loss of key 
performers whether that is planned or unplanned.  Identifying single points of failure 
within operations and ensuring that the knowledge required for fulfilling such 
functions is explicit not tacit and that there are others who can be relatively quickly 
skilled to take over and/or ensuring that multi-skilling is in place where appropriate 
 
 Internal recruitment and redeployment practices – whilst most organisations 
might claim to have redeployment policies often the people on redeployment “lists” 
are not seen as valuable assets that can benefit other parts of the business.  This 
is in part because by the time an employee is on the list their own job role has 
disappeared and they are effectively “redundant”.  By repositioning thinking about 
redeployment and considering this as part of the TOM design stage this would 
ensure skills are matched and aligned as far as possible before people are badged 
as redeployees in effect they are re-purposed for the new roles as far as possible 
before moving to external recruitment 
 
 Performance management – the key role of performance management in the 
context of BR projects is ensuring that at a strategic level, leadership are fully 
aware of the talents they have and can identify key performers without whom the 
business would suffer.  Involving key performers in the BR project would increase 
the chances of the new TOM working in practice as the design would be informed 
by those who do the job best and know what any new process needs to deliver.  It 
would also identify those members of the workforce who must be retained at all 
costs to reduce risk to transition by reducing knowledge and skills loss described 
earlier.  Leaders will rely on the HRM function to have intelligence around the 
workforce and to be able to report on demand to support BR projects 
 
 Staff attrition and workforce planning – exploiting known staff attrition can 
reduce the cost of redundancies during BR projects provided succession planning 
is in place and can increase job satisfaction as job security, a driver of job 
satisfaction, would be increased as the business could set out phasing of any 
workforce reduction where possible to align to known attrition trends.  Waiting for 
attrition to support required job losses might increase timescale to achieve benefits 
but it would reduce redundancy costs and reduce the risk of resistance to change 
within the workforce 
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 In summary, elevating the involvement and roles of Leaders and HRM in BR 
projects to those of strategic partners in BR projects and ensuring that the role of TUs 
is embraced rather than “managed” should reduce the level of resistance to change, 
reduce the costs of change and increase the success rates of benefits realisation. 
 
 The role of Trades Unions 
 
One of the most important aspects of this study is that it relates to the value of the 
workforce as well as the value of technology.  If machinery had the most significant 
impact on the workforce in the 20th Century, then it is also true to say that technology 
has the most impact on businesses and organisations in all contexts and all sectors in 
the 21st Century. However, it is time to decide and prioritise between technology and 
human interests. It is time to assess the risk and evaluate the balance of the positive 
influence of technology on humans and the negative aspects of extensive use of 
technology in effect replacing humans with software and the consequences of this on 
the workforce and humans in general. As the renowned historian, Christopher Hill 
(1967), commented upon the General Strike, involving 2.7 million British workers, that 
“The trades union movement had been set up to oppose capitalist economies and it 
was the rise of state intervention which provided for greater safety”. Such an 
observation might therefore, when traced back to the Tolpuddle martyrs, explain how 
the introduction of machinery did have positive benefits on the workforce by reducing 
health and safety risks, improving working conditions. This being reinforced by 
monitoring from the TUs in workplaces. However, such did change the landscape of 
the employment market, reducing jobs and therefore driving the workforce into 
different industries, such as the service sector. Now technology is presenting very 
serious challenges to those new jobs, “job design” and the service industry which is 
reducing the need for the workforce and humans to support service delivery. The 
increasing use of technology as a means of communication, to shop, to serve oneself 
to any product or service required means there are less and less jobs for “manpower” 
with applications, smartphones and robots replacing people and human interactions.   
This study has raised awareness of these issues and provides options and 
implications for theory and practice to address some of the negative impacts but in 
principle the advancement of technology whilst presenting opportunities to reduce 
costs also presents a significant challenge to humanity in so far as humans need to 
work, not just to afford their lives but to give them a focus, routine a sense of 
achievement and purpose and therefore there is a responsibility to ensure that some 
organisation, structure is looking out for their needs. 
 
 Evaluating the current role of TUs as part of this study should inform both the 
academic world and empirical practices within the British business context that there 
is a better role for TUs as part of the evolution and revolution that technology is driving 
within the jobs market.  Empirical practices based on this Study investigation suggest 
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that an average for every 12,000 customer interactions that are handled online by self-
service solutions there is potentially one contact centre job made redundant.  Whilst 
there are potentially new and different jobs these are fewer and require different skills 
for example training people to use technology and/or developing even more 
technology products.  The last three decades have seen technology emerge as a key 
driver for transformation and an enabler for cost reduction but when this starts to 
threaten livelihoods and the economic and social well-being of people then there is an 
urgent need to reform the role of TUs so that they are ready and able and above all 
else perceived as a positive support for change as opposed to a negative, reactionary 
force focussed purely on the status quo.    TUs have an important role to play in 
ensuring that equality of opportunity and diversity of the workforce are represented 
proactively and there is a case to recommend the existence of strong TUs socially, 




Figure 19 – Optimum Role for Trades Unions 
 Investigating the role of TUs at a very practical level in today’s empirical 
practices and assessing their impact on BR projects was intended to identify specific 
workforce issues related to BR projects and enable recommendations to be made 
which would reduce the negative impact and promote the positive opportunities of 
involving TUs more collaboratively as part of BR processes.  In adopting the ER 
approach and practices such as embedding succession planning; maximising the 
opportunities of natural attrition; recognising the positive benefits of performance 
management and exploiting options for redeployment would naturally reduce the 
levels of conflict between employers and TUs representing employees as these would 
be presented as positive options and preferable to compulsory redundancies, which 
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might appear “random” in nature, lay-offs and cuts to terms and conditions.  Diffusing 
conflict and presenting the view that the workforce is a tangible asset to be valued 
would improve the relationships between the organisation and the TUs and in turn 
reduce resistance to change and delays in implementation.   
 ER is not just a panacea for TUs and the workforce it should also deliver 
tangible benefits to the organisation in addition to improved relationships.  The 
strategic aspects of the model require knowledge and TM practices to be embedded.  
Improving knowledge transfer routinely within a business would de-risk any changes 
and also should reduce significantly the training burden.  Linked to the approach to 
redeployment and a focus on internal recruitment it should also reduce the cost of 
training in implementing new designs.  In this respect all three parties are benefitting 
from achieving a balance between workforce and organisation needs facilitated by a 
more productive and collaborative relationship with the TUs. 
 
 Change Management and Business Readiness 
 
Another aspect of ER, which recommends strong and strategic leaders supported by 
engaged and informed HRM, is related to ensuring that the business is ready for the 
change when the time comes to implement new models.  Getting the business ready 
starts prior to the project commencement and a critical stage often overlooked is 
ensuring that the right stakeholders are involved, engaged and where possible 
delivering the design and implementation of new TOMs.  Whilst consultancy or internal 
improvement teams will have the expertise around technology and redesign, they will 
still be dependent on the existing workforce to interpret requirements and assess 
benefits therefore it is critical that future projects allow for the secondment or more in-
depth involvement of operational resources in the project.  In this way change 
resistance will be further reduced as the solutions are more likely to deliver what is 
required and those involved will act as champions for the change given their 
involvement and ownership of the outcomes. 
 Strong and effective risk assessment at the outset is also critical to identify the 
most appropriate approach to achieving the desired outcomes articulated in the 
business case.  Risk assessment undertaken at a strategic level will bring to the 
surface risks relating to the ability of the organisation to embrace change and its ability 
to flex and transform to deliver the benefits.  It may be that a specific organisation 
would respond better to incremental change which can be achieved through business 
improvements to processes, skills and technologies.  It may be that more radical 
change is required to deliver more fundamental changes in response to internal or 
external challenges which cannot be addressed by an incremental approach.  In 
understanding the culture of the organisation and its talents an honest risk assessment 
undertaken by strategic leadership will result in more realistic business cases, 
informed by the business context with risks managed and mitigated as far as possible.    
199 
 
One tool to mitigate risk is the adoption of a pilot project where possible.  The 
use of a pilot can test out the new systems and processes on a relatively small scale 
and allow for changes to be implemented before rolling out to the wider organisation.  
The practice of adopting a pilot approach is absent in current literature and therefore 
this is an implication for theory as well as for practice as today’s practitioners and 
consultants recommend this wherever practically possible. This is not always feasible 
where major technology investment is required, in terms of the pilot informing a go/ no 
go decision, but it can reduce the risk of mass failure by an all or nothing go live.  An 
alternative concept to a pilot is to phase the implementation, again where practical and 
feasible.  Phasing “go live” is quite common in practice and allows for new systems 
and processes to be tested and enable refinements and tweaks to be made before 
exposing the whole operation to change.  Phasing can be applied to the TOM as a 
whole but also to specific aspects of the model such as infrastructure elements, for 
example, a new TOM may require several integrated technology applications such as 
a CRM, KM, new telephony, etc. and it would reduce risk to operation by phasing in 
the new applications to test their resilience and impact on performance and also help 
the workforce to adapt and embed new skills in one aspect before introducing further 
applications. 
 Involving these practices as key stages in the methodology will strengthen the 
reliability of outcomes post implementation and increase the success rate of benefits’ 
realisation.   Evaluating the success of a pilot or phased go live must include the 
strategic partners of leadership and HRM who should follow a formal process to review 
the impact and implications and there should be formal governance for a go/ no go 
gateway decision.  In making the decision these partners will assess the effectiveness 
of the solution, the impact on performance and the risks associated with any defects 
uncovered by the trial. 
 
 ER as a practical tool to improve effectiveness of BR projects 
 
The introduction of the new methodology for BR focusses on three dimensions namely 
technology, process and workforce.  The new approach of ER emphasises the 
criticality and value of the workforce in the equation by recognising that the workforce 
is a real asset for any organisation and should not be treated as purely a cost of 
production or as a means or a tool to deliver products.   It is possible to state that 
designing TOMs is one of the critical success factors for successful implementation 
and this is why attention has to be paid to identifying the dimensions needed to be 
addressed and that whatever form of BR is being undertaken the workforce must be 
affected and therefore must be involved more fundamentally in any BR project. 
 This new methodology recommends investment in human resource and the 
involvement of HRM to reduce the levels of knowledge loss by identifying key 
performers and recognises the talent within the organisation.  A by-product of this 
process should increase levels of job satisfaction and improve job security. Introducing 
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ER as part of the BR TOM provides a practical tool to avoid unnecessary and costly 
loss of key skills and knowledge.  Key performer and performance recognition and 
empowerment form the backbone of the ER methodology.  It is critical that BR projects 
recognise the need to design the new organisation structure and roles that will be 
needed to fulfil the new TOM proposed by the BR project.  In this way the new 
desirable skills, competencies and knowledge will be fully articulated and understood 
by the key stakeholders and in so doing HRM should be able to better identify and 
match existing employees to the new roles based on intelligence within the business 
about the value of the assets they have, i.e. the workforce.  This would address the 
failings uncovered and associated with current practices where it appears more of a 
lottery about who goes and who stays leaving operations to deal with the 
consequences. 
 
 New Commercial Approaches to securing outcomes 
 
The fieldwork explored in more depth the option to increase success rates by passing 
on the risk of failure to third parties who are incentivised to deliver savings because 
these are “baked into” pricing.  Capita has an impressive success rate of delivering 
savings to clients but the only way to guarantee delivery of savings is by taking over 
delivery of the operation.  Consultancies are still working with many organisations to 
help them to undertake transformation and this is still a thriving business with the 
majority of major transformations being supported by third parties in this way.  
However, they are unlikely to guarantee outcomes and be willing to accept financial 
penalties of any failure because they are not in control of the delivery of outcomes.   
Organisations contemplating the need for significant savings or challenges around 
investment to increase their competitive edge should consider alternative options 
before embarking on major BR projects including options to incentives any third parties 
in the commercial arrangements.  If outsourcing the operation is not an option, they 
should consider withholding elements of their fees or final payment based on 
successful outcomes.  This fee could be used to bring the consultancy back for a post 
implementation review and/ or to correct any weaknesses in the TOM design. 
 
 Realistic Benefits and tracking outcomes 
 
One of the key implications for practice that this study has proven is that one of major 
risks exposed in practice is in designing appropriate TOMs that will deliver the required 
benefits.  In estimating the scale of change and the potential for improvement or 
transformation those involved in setting up the project will need to be realistic about 
the scale of the opportunity.  Effective baselining of the metrics that drive cost/ success 
will be essential to calculating the potential for cost reduction or productivity increases.  
If these are overly optimistic then the benefits will be difficult to achieve and it may be 
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this factor is a major contributor to the perceived failure rate of BR projects, this is the 
execution and benefits realised were effective but the ambition and expectations were 
too high.    
 In the examples of BR projects investigated during the Fieldwork which 
focussed predominantly on the service industry the savings being estimated were 
based on getting customers to self-serve using online applications and portals.  Whilst 
the market demonstrates a significant interest and demand for online service delivery 
there is no guarantee that customers will adapt to self-serve only solutions and where 
the benefits rely on reducing staff costs based on self-service there will always be a 
risk beyond any one party’s control.  Many factors influence the suitability and 
relevance of self-service as a realistic channel such as the customer’s preferences, 
digital awareness and level of comfort with the platform and the nature of the enquiry 
which may be too complex or emotive for that channel.  In the bid to save money 
however more organisations are driven down this path but the recommendation is that 
realistic assessments are made of the take-up of such channels based on the 
demographic of the customer base and which reflects the relative complexity and 
emotional impact of the processes being considered for self-service. 
 External consultancies may be optimistic in order to “sell” the transformation to 
clients and to demonstrate a clear return on investment that may in practice not be 
feasible.  As discussed above varying the nature of contracting such companies so 
there is a shared risk, some “skin in the game” on their part, should help address this 
issue and result in more realistic goals. 
 TOMs need to be designed to be outcomes focussed and each stage of a 
project needs to consider the management information requirements.  For example, 
the initiation stage is critical to informing the baseline discussed above and  specifying 
the key data elements that will be critical to tracking delivery of benefits; the design 
stage needs to ensure the new model/system can report on necessary key indicators 
essential to monitoring performance and tracking outcome delivery;  pre go-live stage 
needs to check and test that the systems are meeting reporting requirements;  the 
implementation stage needs to re-baseline outputs and performance due to the 
elapsed time for delivering projects and therefore the original baseline at project 
inception is no longer valid and benefits may need to be re-profiled) and  finally post 
implementation tracking against the refreshed baseline and reporting exceptions. 
 Tracking benefits throughout the lifecycle is essential.  Empirical evidence from 
the Case Study has shown that often, particularly in the external context, the project 
team have long gone when the hard task of counting the benefits is taking place.  If 
steps are taken as recommended to increase involvement of key operations 
stakeholders in the design and sign off of TOMs and at each key stage checks are 
made that management information is being reviewed, then this should reduce the risk 
of lack of ownership of the outcomes and reduce the risk of failure.  
 
  
   
202 
 
 Post-Implementation: Continuous Improvement 
 
It is inevitable that the world moves on during projects and post implementation so 
there will always be a need to respond and react to changes forced on or desired  by 
organisations.  The original TOM may need to be tweaked to address unforeseen 
factors in order to make it fit for purpose.  It is a recommendation for both theory and 
practice that internal capacity is built to support CI through BR projects.  The ER 
methodology and the revised holistic model for BR identify a need for ongoing 
improvement to processes, IT and the workforce.  Investment in the workforce 
recommended earlier should result in a more enriched and satisfied workforce who 
feel satisfied with their role and feel rewarded for their efforts.  Talents are identified 
and creativity and innovation should be nourished and in this way CI becomes the 
culture for organisations and the existing workforce are the driver and the supplier for 
it.  Front line or back office employees, delivering new TOMs, are most likely to identify 
opportunities to build on the new model and improve performance.  Adopting an agile 
approach based on an incremental improvement approach, supported by an internal 
team can be a cost effective means of securing further benefits without the cost of a 
major transformation programme supported by external, third parties.  The Fieldwork 
did expose the challenges for organisations in maintain and justifying such a resource 
however it is recommended that businesses consider the option and look at creative 
ways of building that expertise based on skills transfer from any major BR projects, 
blending core staff with consultants to expose them to tools and embed skills.  
Leadership and HRM have a key role to play in ensuring that CI is not just a term used 
but becomes a way of operating and in order for this to thrive people need to be given 
a voice, skills and time to act upon their ideas and suggestions.  
 There is also an opportunity for external consultancies to increase their sales 
by building in CI activities post BR project implementation.  They will need to 
demonstrate the business case for this investment which could include further savings, 
increased market share and/or skills transfer until such time a business can be self-
sufficient in this aspect. 
  




Recommendations for Future Research  
This study recommends further investigation into the gaps between theory and 
practice in social science generally and in BR in particular.  Based on both empirical 
and theoretical investigations it is essential to point out that there are significant gaps 
between the existing literature and current practices in the field of BR.  The literature 
therefore would benefit from more filtering and updating.  However, it is important to 
note that an excellent and significant outcome of the research is that BR in practice 
should lead theory not vice versa and this has implications for other social sciences.  
 There is a need also for more comparative studies in particular in the 
international (non-British) context to enable comparison between western business 
contexts and eastern business contexts.  This study recommends a full investigation 
of Regini’s uncompleted work who was a Cambridge University researcher 
undertaking a study within same context around TUs’ role in the workforce as a 
comparative study between the role of TUs in the Western context and the Middle 
East.  It is highly recommended that this work be taken further in the future to complete 
the journey for which he lost his life not just because it is relevant to this study but also 
it is relevant to human rights, particularly in the Middle East, which was originally one 
of the main objectives of this study.   The justification for not being able to undertake 
the international aspect of the comparative study was due to political issues explained 
earlier in Chapter Four.  Whilst there is no definitive evidence yet that links his death 
to the subject of his research, theories abound that this was the reason for his 
execution and it suggests that there is more to be discovered about the research 
matter if it was causing such consternation locally within that country. 
 Further work is needed to identify how the TUs need to develop to increase 
trust in them by both employees (that they are invested in improving the quality of life 
for their members and that they are effective in so doing) and by employers (that they 
understand the need to innovate and to work collaboratively with employers to 
minimise the negative impact on employees). Also more research is required into how 
to apply the BR approach in more bureaucratic organisations, potentially outside of 
the British context, to explore if it is applicable and practical in those environments. 
 This Study explored the value and importance of CI but this would again benefit 
from further more detailed research as to how this can be made affordable and 
pragmatic and whether this would impact on the market for consultancies whose 
“raison d’etre” is to provide support for businesses in transforming or improving their 
operations and products. Different business sectors should be explored such as 
transportation, banking, construction and the communications industry in respect of 
approaches to BR and the relevance of the new ER model and BR methodology.  This 
study focussed largely on customer services and therefore is influenced by the nature 
of the service sector and the specific enablers relating to that such as self-service.  
The focus needs to be on establishing other opportunities to cut operating costs as 
opposed to focussing purely on reducing workforce costs. 
 This study has constantly referred to a perceived 50 to 70% failure rate in BR 
projects and has made recommendations for change; new models to reduce the failure 
rate, therefore further research will be required on the impact of ER on empirical 
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practice in the future. The unexpected unearthing of a new tool that has evolved in 
response to driving out the benefits of transformation, outsourcing, is worthy also of 
more investigation to explore its actual impact on outcomes and using BR as a means 
of delivering these outcomes.  The role of ER in BR and how it improves performance 
during the delivery of transformation initiatives has been tested and validated in this 
study however the approach can be one of the best practical solutions for supply chain 
firms.  It would provide flexibility for restructuring workforce that has the relevant skills 
and knowledge required for other business partners within the same supply chain.   
 There were some unexpected surprises from the study findings.  For example, 
the level of meaningful TU involvement in BR projects was lower than expected.  Pre 
study perception was that there would be stronger representativeness and effective 
involvement of the TUs in terms of dealing with BR project outcomes.  Secondly the 
role of IT in BR projects should be as an enabler and a key tool for delivering 
benefits however the reality is that it can be the source of risk and given the scale of 
investment in major IT developments is a significant source of cost against which 
any benefits need to be offset.  Human resource have the power to deliver the 
benefits however if they do not see the benefits of, for example, a new design or a 
new system they can be the silent assassins of success.  It is not about what 
methodology you apply or what product/ system you introduce; it is all about the buy-
in of the users of the system who deliver the new design (TOM).  Finally, the 
evolution of outsourcing as a new approach to deliver different forms of BR through 
the guarantee of outcomes as part of the contract itself. 
 Finally, more research on the true impact of technology on job design and the 
risks of further replacement of people by technology or machines would be of benefit 
to the Government and this should focus on the total cost to society of mass job 
reductions including increases in benefit and health costs and the impact on the 
economy of a growing divide between those who have the new skills and those who 
have the old skills by reducing their buying power and their life choices. This study 
can be used by other students, researchers and practitioners alike to support the 
following objectives: 
 Understanding the current challenges and opportunities of undertaking BR and 
identifying those aspects that need more exploration 
 The nature of the market for BR within the British business context 
 An assessment of the current role of the TUs and how it might need to change 
to benefit the workforce 
 How to improve the use and success of KM 
 How leaders need to adopt a role as a strategic partner in projects and what 
leadership style they need to deploy 
 Reviewing and developing current BR methodologies 




Based on the theoretical analysis and the empirical evidence it is possible to state that 
all objectives of this Study have been achieved.  It has filled the gaps that were initially 
explored in the theoretical analysis and also recommends further investigation into 
areas that require wider exploration beyond this Study such as the role of TUs and 
more in depth international comparative studies as explained earlier in this Chapter.  
 In terms of developing BR theory and improving the performance of BR, an 
assessment of progress in the field of BR and its methodologies’ development was 
conducted by revisiting existing BR theory and filling the gaps identified.  Subsequently 
this Study has recommended that TOMs should involve all three dimensions of BR, 
not just IT and Process, ensuring that the workforce aspects are embedded throughout 
the project from initiation to post implementation.   
 The Study has introduced a holistic framework that involves both transformation 
and change management aspects leading to a new model of ER as a practical tool 
that can improve the overall performance of BR projects.  This involved an assessment 
of the current challenges and opportunities of BR projects within the British business 
context, improving the successful delivery of BR project outcomes, including the 
realisation of the benefits required by the business case for such projects, and 
ensuring that CI approaches are addressed.  One of the key strengths of this Study 
was introducing HRM and Leadership roles as strategic partners throughout the 
implementation of BR projects as a key solution for dealing with the challenges and 
issues associated with delivering such projects, rather than treating them as 
Stakeholders.  Finally, an evaluation of the workforce issues associated with BR 
projects led to the introduction of ER as a solution that improves the outcomes of these 
projects and promotes the positive opportunities of involving the TU more 
collaboratively as part of the whole process. 
 In closing this extensive study, it is essential to confirm the validation of the 
original propositions.  The first proposition stated that for the effective implementation 
of BR projects all three dimensions of the concept, namely, process, technology and 
people should be addressed in new TOMs.  There was overwhelming agreement to 
the three dimensions being critical to the success of BR however there was some 
surprising results in respect of technology not being seen as driver for change rather 
an opportunity to support BR. 
 The second proposition proposed that for a successful implementation of BR 
the employees’ roles, not just processes, must be redesigned if they are to operate 
effectively in the new system and there was total agreement that employees are 
absolutely critical to the success of BR projects and that employees are more 
productive if they are applied to the right roles. 
 The third proposition suggested that HRM and leadership need to feature as 
strategic partners in BR projects, given the importance of human resources which 
have to deliver the process itself and the need to redesign the organisation and the 
roles within it to fit the new process.  Whilst respondents were less confident that the 
involvement of HRM and TUs would be beneficial to change projects there was a 
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significant majority that recognised the importance of employees and how they actually 
felt about their new, changed roles. 
 The fourth proposition posited that adopting the ER approach as a part of any 
BR leads to a successful transition and/or transformation and the actual realisation of 
benefits. The study has identified the significant impact of neglecting the workforce in 
BR projects.  If employees are not involved in the design, are not bought in to the need 
for change and do not have the necessary skills to perform the new roles then they 
revert back to the old processes which in turn impacts the organisation’s ability to 
deliver the benefits envisaged in the business case.   This is why ER assures the 
actual realisation of benefits as it provides a practical solution to address workforce 
issues and implementation challenges that arise from cuts, redundancies, knowledge 
loss, workforce engagement and change resistance which until now represent the 
main obstacles to achieving successful BR project outcomes. 
 The originality of this Study can be justified based firstly, on the introduction of 
the new concept of ER as a fundamental element of the design of TOMs.  It is the first 
attempt to empirically introduce and investigate ER as a new approach in BR projects’ 
implementation.  Secondly, a holistic model of BR was validated and involved for the 
first time both change management aspects (implementation of transformation and 
transition) and methodology aspects (TOMs).  Finally, this Study has fully answered 
the research question as to whether ER can improve the performance of BR Projects.  
The answer is evidenced by the validation of all four propositions as described in the 
figure below which summarises the conditions and requirements for the successful 
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